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FOREWORD 


This  study  is  the  work  of  City  information  services 
professionals  - employees  who  work  within  data  processing 
service  centers,  who  have  responsibility  for  delivering 
information  services  within  their  respective  departments,  who 
seek  to  improve  working  conditions  through  union  membership. 

Participation  in  this  project  has  been  done  on  a part  time, 
voluntary  basis  and  represents  more  than  2800  hours  of  work 
contributed  by  some  90  employees  over  six  months  time.  All 
of  the  City's  data  processing  centers  and  30  departments  are 
represented  in  this  study. 

This  project  was  sponsored  by  the  Electronic  Information 
Processing  Steering  Committee  (EIPSC),  and  the  support  of  the 
committee  and  its  chair  has  been  invaluable.  In  the  end, 
however,  this  study  stands  as  testimony  to  the  spirit  and 
concern  of  the  City's  information  services  professionals  and 
to  growing  recognition  among  departments  of  the  importance  of 
quality  data  processing  services  to  the  business  of  the  City. 
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EXECUTIVE  SUMMARY 


This  study  of  data  processing  personnel  was  initiated  in 
response  to  acute  problems  in  maintaining  a sufficient  staff 
of  skilled  professionals  to  meet  the  City’s  growing 
information  services  needs.  The  City's  outmoded  practices 
are  at  odds  with  the  dynamics  of  this  highly  competitive 
industry,  and  the  results  have  been  chaotic  for  professionals 
who  seek  to  enter  or  advance  through  the  system  and  managers 
who  depend  on  them  for  service. 

The  project  has  been  carried  out  by  City  information  services 
employees  under  the  auspices  of  the  Electronic  Information 
Processing  Steering  Committee  (EIPSC) . 

Objectives  and  Scope 


The  primary  objective  of  this  project  has  been  to  recommend 
changes  which  will  enable  the  City  to  recruit  and  retain 
qualified  data  processing  professionals  and  make  optimal  use 
of  their  skills. 

Issues  have  been  addressed  from  a City-wide  perspective,  and 
a broad  base  of  participation  and  consensus  has  been  sought 
throughout  the  course  of  the  study.  Charter  revision  is 
outside  project  scope. 

The  principal  phases  of  the  project  consisted  of  defining 
issues;  surveying  other  data  processing  organizations  to 
establish  comparisons  and  explore  solutions;  proposing 
recommendations  and  follow-up  plans.  Information  about  the 
City's  data  processing  environment  has  also  been  compiled. 

Reasons  for  Study 

In  recent  years,  the  City,  along  with  other  organizations  in 
the  public  and  private  sector,  has  experienced  rapid  and 
substantial  growth  in  demand  for  information  services.  This 
has  meant  the  introduction  of  new  services  and  complex 
technologies  and  the  emergence  of  a user  community  that  is 
increasingly  sophisticated  about  the  benefits  and  use  of 
automation.  Over  100  new  projects  are  approved  by  EIPSC  each 
year . 

Today's  information  services  are  provided  by  more  than  600 
data  processing  professionals  (this  number  may  be 
understated)  assigned  to  nine  service  centers  and  some  18 
departments.  These  employees  support  three  large-scale 
mainframe  computer  installations  (with  a fourth  to  be  added 
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soon),  more  than  60  departmental  processors,  hundreds  of 
personal  computers,  and  a broad  range  of  systems  and 
products.  The  numbers  are  sizable  - and  growing. 

This  surge  in  demand  for  new  information  services  has  placed 
added  strain  on  the  City's  already  heavily-burdened  Civil 
Service  system.  New  data  processing  positions  were  added  to 
meet  increased  workloads  and,  as  a consequence,  vacancy  rates 
soared.  Exams  were  slow  to  be  given,  and  many  vacancies  were 
filled  with  temporary  appointments.  New  technical 
specialties  were  not  classified  or  incorporated  into  existing 
job  descriptions.  (Many  of  these  have  not  been  modified 
since  1967.)  Instead,  these  were  accommodated  through 
resurrection  of  the  once-defunct  MIS  Specialist  series  and 
the  use  of  contract  staff. 

Data  processing  employees,  managers  and  service  users  alike 
were  alarmed  by  this  chaotic  situation.  Employees  expressed 
concern  over  the  heavy  reliance  on  temporary  appointments  and 
contractors,  and  the  lack  of  opportunity  to  learn  new 
technologies  or  advance  through  coherent  career  paths. 
Departmental  users  leaned  heavily  on  data  processing  centers 
to  deliver  sophisticated  systems  using  up-to-date 
technology.  Data  processing  managers  struggled  to  meet 
service  demands,  introduce  new  technologies,  and  cope  with 
mounting  recruitment  problems. 

Proposals  to  proceed  with  a classification  study  led  to  the 
approval  of  $100,000  for  this  purpose,  but  Civil  Service 
statements  about  the  static  nature  of  the  classification 
process  gave  rise  to  fears  that  the  survey  would  not  reflect 
the  dynamics  of  the  volatile  information  services  business 
and  that  the  study  would  be  obsolete  soon  after  publication. 
These  concerns  fueled  the  growing  recognition  that  the  City's 
data  processing  personnel  issues  were  far  more  complex  than 
could  be  addressed  solely  through  classification  work. 

This  present  study  was  thus  conceived  as  a way  to  address  the 
broader  range  of  issues:  recruiting,  hiring,  promotional 

practices  and  opportunities,  performance  incentives, 
professional  and  technical  training,  work  environment.  While 
the  classification  survey  remains  a primary  goal,  the 
overwhelming  need  today  is  to  view  the  picture  whole  and  to 
implement  measures  which  will  have  a more  lasting  impact. 

Findings 

Survey  questionnaires  were  sent  to  data  processing  (DP) 
organizations  in  the  public  and  private  sector  to  establish  a 
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basis  for  comparison  with  the  City  environment;  to 
distinguish  between  problems  that  are  unique  to  the  City  and 
those  that  are  widespread  within  the  industry;  to  seek  ideas 
and  solutions  pertinent  to  personnel  issues  identified 
earlier  in  the  project. 

Highlights  of  survey  and  interview  findings  from  68  public 
and  private  sector  respondents,  along  with  comparisons  to  the 
City  situation,  are  shown  below: 

Organization  Profile 

• In  the  selection  and  use  of  technologies  and  vendors,  the 
City  is  generally  comparable  to  survey  respondents,  which 
means  that  the  City  must  compete  for  - and  strive  to 
retain  - the  same  skilled  specialists  sought  by  other 
organizations . 

• The  City's  DP  training  budgets  are  low,  especially  in 
relation  to  private  sector  organizations  in  the  Bay  Area. 

• The  City  is  similar  to  other  organizations  with  respect  to 
the  use  of  a central  steering  committee  but  is  somewhat 
more  decentralized  with  respect  to  the  number  of 
independent  DP  service  centers. 

• For  many  respondents,  the  role  of  data  processing  is  tied 
closely  to  the  mission  of  the  whole  organization  rather 
than  serving  only  the  varied  objectives  of  constituent 
operating  units. 

Recruitment 

• The  City  has  considerably  greater  difficulty  in  recruiting 
and  hiring  - and  does  less  about  it  - than  most  survey 
respondents . 

• Based  on  average  responses,  the  majority  of  private  and 
public  sector  jobs  are  filled  in  one  to  four  months.  The 
majority  of  City  jobs  are  filled  in  five  to  twelve  months; 
some  take  over  a year. 

• Media  advertising,  the  use  of  search  firms,  and  college 
campus  recruiting  are  used  widely  by  survey  respondents. 
City  recruitment  is  limited. 
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Recruitment  - Continued 

• Salary,  benefits,  opportunity  for  advancement,  and 
state-of-the-art  technology  are  rated  as  important 
recruitment  factors  by  respondents. 

• For  jobs  where  recruiting  is  most  difficult,  many 
organizations  have  the  flexibility  to  offer  higher 
salaries  and  bonuses  or  to  use  search  firms. 

• Data  processing  management  has  major  responsibility  for 
carrying  out  recruiting  and  hiring  activities;  some  large 
organizations  use  dedicated  recruiters. 

• With  respect  to  hiring  decisions,  personal  interviews  are 
important  to  all  respondents,  but  the  use  of  written  exams 
is  rated  low  in  importance  by  both  public  and  private 
sector  respondents. 

• Lacking  the  force  of  a united  DP  organizaton,  the  City's 
dispersed  data  processing  community  struggles  independently 
to  bring  about  improvements  in  hiring  and  other  personnel 
practices . 

Retention 

• The  City's  somewhat  higher  turnover  rate  is  aggravated  by 
the  length  of  time  required  to  fill  vacant  positions. 

• Organizations  with  low  turnover  attribute  success  to  the 
use  of  up-to-date  technology,  extensive  training, 
promotions  from  within,  flexible  salary  programs, 
attention  to  the  quality  of  management,  and  a variety  of 
other  incentives,  e.g.,  employee  recognition  programs  and 
loans  of  personal  computers. 

• The  majority  of  survey  respondents  offer  technical  career 
paths  for  highly  skilled  technicians  who  do  not  wish  to 
move  into  management  solely  to  gain  salary  advantage.  The 
City  does  not. 

• Emphasis  on  retaining  qualified  in-house  staff  would  be 
more  effective  over  the  long  term  than  continuous  hiring. 

Decentralized  Staff 

• Ten  per  cent  (or  more)  of  the  City's  information  services 
professionals  work  directly  for  departments,  independently 
of  DP  service  centers.  They  are  assigned  to  the  MIS 
Specialist  series,  traditional  DP  classes,  and  various 
other  job  categories. 
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Decentralized  Staff  - Continued 

• Half  of  the  survey  respondents  report  similar  circum- 
stances, but  there  is  no  consistent  approach  to  job 
classification  or  management.  Some  DP  directors  are 
emphatic  about  the  separation  of  traditional  DP  jobs 
assigned  to  data  centers  from  those  assigned  to 
departments . 

• Within  the  City,  concerns  have  been  expressed  about  exams, 
training,  appropriate  management  and  professional  guidance 
for  department-level  specialists. 

• New  jobs  and  specialties  will  continue  to  emerge  as 
technology  and  opportunity  expand.  With  change  a 
certainty,  flexibility  is  essential. 

Use  of  Contractors 

• Nearly  all  organizations  surveyed  use  contractors,  but 
most  organizations  interviewed  do  not  like  this  practice. 

• Contractors  are  used  primarily  for  the  design  and 
development  of  new  systems,  to  meet  peak  staffing  demands, 
to  alleviate  recruiting  difficulties,  and  to  accelerate 
hiring . 

• Disadvantages  to  the  use  of  contractors  cited  by 
respondents  include  loss  of  continuity  and  knowledge,  low 
employee  morale,  lack  of  loyalty  to  the  organization. 

Job  Descriptions 

• In  the  City,  job  descriptions  for  the  data  processing 
classes  are  outdated,  and  many  have  not  been  modified 
since  1967. 

• By  contrast,  most  of  the  organizations  surveyed  report 
that  job  descriptions  are  updated  as  required  or  are 
sufficiently  flexible  to  accommodate  change. 

Salaries 

• By  informa  1 estimates,  salaries  for  many  City  data 
processing  job  classes  are  now  on  a par  with  other 
organizations  in  the  San  Francisco  Bay  Area  labor  market. 

• Salaries  must  be  kept  competitive,  because  this  is  a 
critical  recruitment  factor  and  work  incentive. 
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Government  Agencies 

• Roughly  one-half  of  public  sector  organizations  do  not  use 
written  exams,  relying  instead  on  oral  exam  panels. 

• The  vast  majority  of  public  agencies  give  exams 
continuously  or  as  needed. 

• The  duration  of  eligibles  lists  for  most  public  sector 
organizations  is  one  year  or  less. 

Recommendations 


The  recommendations  proposed  here  are  intended  to  address  not 
only  the  specific  issues  identified  in  the  course  of  the 
study  but  a framework  within  which  these  and  future  proposals 
may  be  presented  and  carried  out.  The  first  three  of  these 
recommendations  thus  suggests  a series  of  forums  to  bring 
together  concerned  departments  and  interest  groups  who  may 
work  together  on  a continuing  basis. 

These  recommendations  also  acknowledge  the  growing  decentral- 
ization of  City  DP  activities  as  well  as  the  advantages  of 
acting  in  concert  to  solve  common  problems.  The  following 
proposals  therefore  offer  a variety  of  complementary 
approaches  to  be  carried  out  at  all  levels:  City-wide 
education  and  training,  a focal  point  for  recruitment  and 
hiring,  and  department-level  management  practices. 

Objectives,  benefits,  costs,  and  implementation  responsi- 
bility for  each  recommendation  are  outlined  in  Section  Six. 

City-wide  Management 

1 Establish  an  oversight  committee  to  set  priorities  and 
ensure  the  timely  implementation  of  these  recommendations. 

2 Establish  a Council  of  Data  Processing  Managers  to 
exchange  information  and  recommend  improvements  on 
matters  pertaining  to  data  processing  personnel 
administration  and  management. 

3 Establish  a forum  of  department  representatives  to 
exchange  information  and  respond  to  issues  and  proposals 
associated  with  the  assignment  and  management  of 
information  services  professionals  within  their 
respective  departments. 
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4 Establish  within  Civil  Service  a unit  dedicated 
exclusively  to  the  DP  personnel  needs  of  data  centers  and 
departments  across  the  City. 

5 Establish  a City-wide  information  services  training 
center  and  education  program  to  serve  all  departments  and 
data  processing  professionals. 

6 Establish  EIPSC  guidelines  for  master  plan  approval  and 
priority-setting  that  take  into  account  increased 
staffing  levels  and  training  requirements  resulting  from 
the  introduction  of  new  technology  and  expansion  of 
information  services. 

7 Fund  and  establish  a City-wide  apprenticeship  program  to 
train  and  develop  new  talent  and  to  allow  non-data 
processing  employees  in  the  City  to  enter  the  information 
services  business. 

Personnel  Administration 

8 Conduct  a classification  survey  of  all  data  processing 
and  information  services  job  classes  which  provides  for 
future  growth,  flexibility,  coherent  career  paths, 
clearly  established  relationships  within  and  among  job 
series,  salary  incentives,  the  addition  of  new  job 
specialties.  Implement  survey  results. 

9 Accelerate  the  exam  process  and  give  exams  more 
frequently,  with  a view  to  establishing  shorter  lists  of 
limited  duration  which  reflect  current  needs  and 
specialties . 

10  Establish  an  aggressive  recruiting  program  that  includes 
visits  to  college  campuses  and  makes  greater  use  of 
prevailing  recruitment  methods,  such  as  media  advertising 
and  search  firms. 

11  Review  salaries  for  all  data  processing/information 
specialist  classes  on  an  annual  basis  to  determine  salary 
relationships  and  identify  needed  adjustments.  Review 
benchmarks  and  classes  assigned  to  benchmarks,  and 
identify  needed  changes. 

12  Maintain  historical  information  and  statistical  records 
about  all  facets  of  recruitment,  hiring,  promotions  and 
terminations  to  monitor  the  success  of  personnel  programs 
and  to  serve  as  a basis  for  future  planning. 


-7- 


EXECUTIVE  SUMMARY 


Recommendations  - Continued 

Department  Management 

13  Develop  and  implement  employee  recognition  programs  for 
data  processing  and  information  systems  professionals. 

14  Assess  current  data  processing-specific  benefits  and 
introduce  new  perquisites,  such  as  personal  computer  loan 
or  purchase  discount  programs,  participation  in  industry 
seminars  and  professional  conferences,  inter- 
organizational  exchange,  flexible  working  hours. 

15  Establish  a consistent,  rigorous  performance  appraisal 
program  that  establishes  clear  performance  expectations 
at  the  beginning  of  the  evaluation  period  and  provides 
regular  feedback  and  review  prior  to  the  written  report. 

16  Provide  education,  training  and  job  re-training  that 
support  performance  expectations,  contribute  to  job 
enrichment,  and  allow  employees  to  learn  new  technologies 
and  compete  for  new  opportunities  and  advancement. 

17  Make  liberal  use  of  technical  writers  to  document 
systems,  facilitate  the  transfer  and  promotion  of 
professionals  to  new  assignments,  and  ensure  consistent 
support  of  projects  and  services. 

18  Improve  the  quality  of  supervision  through  special 
education  programs,  recognition  of  the  differences 
between  technical  proficiency  and  management  aptitude, 
and  regular  feedback  between  employees  and  managers. 

19  Ensure  that  data  processing  professionals  are  fully 
acquainted  with  City  business  objectives  and  department 
goals . 

20  Provide  up-to-date  support  tools  and  work  amenities,  such 
as  personal  computers,  system  development  software,  and 
project  management  aids. 

21  Ensure,  where  possible,  that  systems  professionals  are 
rotated  through  a variety  of  assignments,  including  new 
development  projects  and  maintenance  activities. 
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OBJECTIVES 


This  section  outlines  project  objectives,  study  scope  and 
participation,  and  the  methods  used  to  obtain  and  validate 
information . 

Objectives 


The  primary  objective  of  this  project  has  been  to  recommend 
changes  which  will  enable  the  City  to  recruit  and  retain 
qualified  data  processing  professionals  and  make  optimal  use 
of  their  skills. 

The  project  has  been  carried  out  under  a number  of  general 
guidelines : 

• To  address  issues  and  solutions  from  a City-wide 
perspective 

• To  establish  a broad  base  of  participation  and  consensus, 
with  contributions  solicited  from  across  the  City 

• To  seek  widely  for  ideas  and  solutions  by  surveying  other 
public  and  private  sector  organizations 

• To  develop  a perspective  that  distinguishes  between  issues 
which  are  unique  to  the  City  and  those  that  are  endemic  to 
the  industry 

• To  make  recommendations  which  fall  within  the  limits  of 
the  City  charter. 


This  study  addresses  personnel  issues  and  management 
practices  associated  with  data  processing  professionals, 
technicians  and  MIS  specialists  throughout  the  City.  Future 
as  well  as  current  needs  have  been  taken  into  account. 

Project  plans,  objectives,  issues,  and  draft  survey  materials 
were  distributed  for  review  to  data  processing  managers, 
professionals,  and  special  interest  groups  across  the  City. 
Feedback  was  obtained  through  written  comment  and  discussion 
meetings . 

A general  consensus  was  obtained  in  each  phase  of  the 
project,  and  it  is  hoped  that  by  the  time  this  study  is 
published  in  final  form,  these  findings  and  recommendations 
will  carry  the  endorsement  of  all  participants. 
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OBJECTIVES  - Continued 
Methodology 


This  study  was  coordinated  by  a small  project  team  operating 
under  the  general  direction  of  EIPSC.  The  team  was 
responsible  for  carrying  out  various  project  activities  such 
as  information  gathering,  establishing  communications  with 
project  participants,  analysis  of  survey  results, 
documentation  of  findings  and  preliminary  recommendations. 

Project  participants  included  Civil  Service,  the  Mayor's 
office,  the  Controller,  Local  21,  the  City’s  principal  data 
centers,  data  processing  employees,  and  MIS  managers  and 
representatives  from  City  departments. 

This  project  has  been  organized  as  five  phases:  Project 

Start-up;  Issues  Definition;  Survey;  Findings  and 
Recommendations;  Implementation  and  Follow-up. 

In  Phase  One  - Project  Start-up  - meetings  were  held  to  review 
study  objectives  and  plans  with  EIPSC;  General  Manager, 
Personnel;  Deputy  Mayor  of  Government  Operations;  the 
Controller;  Local  21. 

Phase  Two  - Issues  Definition  - consisted  of  distributing 
project  objectives,  plans,  and  a preliminary  statement  of 
personnel  issues  to  all  participants.  Invitations  were  then 
issued  for  a series  of  group  discussion  meetings  to  review 
plans  and  refine  issues.  Nine  such  meetings  took  place. 

In  Phase  Three  - Survey  - the  project  team  prepared  a 
questionnaire  for  mailing  to  92  data  processing  organizations 
in  the  public  and  private  sectors  and  to  the  City's  nine 
principal  data  centers.  The  survey  focused  on  those  factors 
associated  with  the  issues  identified  in  Phase  Two  but,  in 
order  to  establish  a basis  of  comparison  with  the  City's 
environment,  also  included  questions  about  data  processing 
organization  and  technology.  Prior  to  mailing,  the 
questionnaire  was  distributed  to  participants  for  review  and 
comment.  Suggestions  were  incorporated  and  additional 
feedback  obtained  in  a meeting  of  the  managers  of  City  data 
processing  centers. 

As  a follow-up  to  the  survey,  select  respondents  were 
interviewed  in  person  and  by  phone  to  explore  in  greater 
depth  factors  related  to  recruitment,  retaining  and  rewarding 
employees,  and  other  related  practices.  Organizations  were 
chosen  for  interview  based  on  the  need  to  gather  a range  of 
ideas  from  diverse  sources  and  on  survey  responses  that 
showed  promise  of  applicability  to  City  issues.  Site 
interviews  were  conducted  by  four  teams  of  two  persons  each. 
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OBJECTIVES 

Methodology  - Continued 


selected  from  the  ranks  of  the  City's  senior  data  processing 
and  MIS  managers.  Two  members  of  the  project  team  conducted 
phone  interviews.  Briefings  were  held  prior  to  the 
interviews  to  establish  common  interview  objectives  and 
techniques.  Interviewers  also  participated  in  post- interv iew 
discussion  and  submitted  interview  notes.  In  all,  21 
organizations  were  interviewed,  11  from  the  private  sector 
and  10  from  public  and  non-profit  organizations. 

Twenty  of  the  organizations  surveyed  (primarily  those  in  the 
public  sector)  have  provided  the  City  with  data  related  to  job 
classifications  and  descriptions,  salaries,  and  organization 
structure.  Time  did  not  permit  an  analysis  of  this  voluminous 
material,  but  it  has  been  organized  by  the  project  team  and, 
within  the  limits  of  promised  confidentiality,  may  be  made 
available  for  use  by  those  who  will  be  concerned  with 
implementing  study  recommendations. 

Phase  Three  also  included  information  gathering  related  to 
the  City's  data  processing  environment:  technology, 

distribution  of  data  processing  personnel  across  departments, 
examination  schedules,  and  so  forth.  Sources  of  information 
included  EIPSC,  Civil  Service,  and  departmental  records. 
Finally,  information  was  obtained  from  articles  appearing  in 
trade  journals  and  research  publications. 

In  Phase  Four  - Findings  and  Recommendations  - survey  results 
were  compiled,  interview  notes  organized,  and  other 
information  assembled.  Findings  were  compared  with  issues 
and  recommendations  prepared  by  the  project  team.  Following 
review  and  comment  on  the  draft  study  report  by  project 
participants,  a final  report  will  be  submitted  for  approval 
to  appropriate  departments  and  offices. 

Phase  Five  - Implementation  and  Follow-up  - will  consist  of 
determining  final  responsibility  for  implementing  study 
recommendations,  obtaining  needed  funding  and  policy 
decisions,  carrying  out  the  recommendations,  and  establishing 
an  oversight  committee  to  monitor  implementation  progress. 
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This  section  describes  the  rapid  expansion  of  data  processing 
services  within  the  City,  the  current  technical  environment 
and  data  processing  work  force,  factors  contributing  to  the 
dilemma  that  has  occasioned  this  study,  and  past  efforts  to 
resolve  growing  problems. 

City  Data  Processing 

In  recent  years,  the  City,  along  with  other  organizations  in 
the  public  and  private  sector,  has  experienced  a substantial 
growth  in  demand  for  information  services.  This  expansion 
has  taken  the  form  of  requests  for  a broad  range  of  new 
systems  and  services,  the  introduction  of  complex 
technologies,  and  the  emergence  of  a community  of  data 
processing  users  who  are  increasingly  sophisticated  about  the 
benefits  and  use  of  automation. 

This  growth  has  meant  a shift  from  a relatively  stable, 
centralized  data  processing  environment  to  one  which  includes 
multiple  equipment  installations,  dispersed  staff,  and 
diverse  technical  specialties.  Today,  the  City  has  nine 
principal  data  processing  service  organizations  (of  varying 
sizes  and  client  bases);  three  large-scale  IBM  mainframe 
computer  installations  (with  a fourth  to  be  added  in  the  near 
term);  more  than  60  departmental  processors  from  various 
manufacturers  (DEC  and  Wang  are  predominant);  hundreds  of 
personal  computers;  an  untabulated  number  of  application 
systems,  specialized  software,  and  office  automation  products. 

According  to  EIPSC  records,  over  100  new  projects  are 
approved  for  funding  each  year.  For  the  four  fiscal  years 
ending  in  1988-89,  EIPSC  approved  $40  million  in  new 
requests,  with  approximately  half  this  total  approved  in 
1985-86  alone.  Estimated  benefits  for  these  requests  were 
not  readily  available,  but  they  are  significant  in  terms  of 
both  hard  dollar  savings  and  soft  benefits. 

City  Data  Processing  Personnel 

According  to  a June  1989  report  from  Civil  Service,  the  City 
now  budgets  for  612  data  processing  employees  ranging  in 
specialty  from  equipment  operator  and  network  analyst  to 
computer  programmer  and  word  processing  trainer.  This  number 
may  be  understated,  because  it  excludes  supplemental  hires, 
contract  staff,  and  employees  who  are  dedicated  to  data 
processing  activities  but  appointed  to  other  job  classes. 
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City  Data  Processing  Personnel  - Continued 

These  positions  are  distributed  as  follows  among  27  City 
departments : 


No.  of  DP 


Department  Employees 


Airport  9 
Board  of  Supervisors  1 
CAO  1 
City  Attorney  2 
Civil  Service  2 
Community  Mental  Health  3 
Controller  288 
County  Clerk  2 
County  Education  Office  56 
District  Attorney  3 
Electricity  2 
Fire  Department  2 
Health  Service  System  1 
Juvenile  Court  2 
Laguna  Honda  1 
Mayor  4 
Municipal  Court  17 
Municipal  Railway  8 
Police  3 
Port  6 
Public  Health  Central  Office  15 
Public  Library  2 
Public  Utilities  Commission  66 
Public  Works  27 
Purchaser  4 
Recreation  and  Park  2 
Retirement  6 
San  Francisco  Community  College  38 
San  Francisco  General  Hospital  34 
Social  Services  3 
Treasurer-Tax  Collector  2_ 


Total:  612 


Approximately  550  of  these  employees  are  assigned  to  the 
City's  principal  data  processing  service  centers:  Airport; 

Community  College;  Controller's  Information  Services  Division 
(ISD);  Municipal  Court;  Port;  Public  Health;  Public 
Utilities/Bureau  of  Management  Information  Systems  (BMIS); 
Public  Works;  School  District.  (The  Community  College  and 
School  District  do  not  fall  within  the  EIPSC  charter.  They 
are,  nonetheless,  a part  of  the  City  Civil  Service  system.) 
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City  Data  Processing  Personnel  - Continued 

The  612  employees  itemized  in  this  report  are  appointed  to  57 
job  classes.  However,  most  of  these  positions  fall  into  six 
broad  areas  of  specialization: 


Data  Entry  115 

Computer  Operations  73 

Control  Clerks  74 

Software  Analysts  36 

Application  Systems  and  Programming  201 

MIS  Technicians,  Specialists,  40 

Managers 

All  others  73 

Total  Employees  612 


The  one  exception  to  this  categorization  is  the  MIS 
Tech/Specialist  series.  This  once-defunct  series  was 
re-established  to  accommodate  a limited  range  of  emerging 
specialties  such  as  word  processing  and  office  automation 
training.  Today,  however,  it  has  grown  to  include  a broad 
array  of  jobs,  including  programming,  system  administrator, 
and  various  other  information  support  services.  These 
positions  are  assigned  to  departments  throughout  the  City. 
Exams  have  never  been  given,  and  promotions  are  sometimes 
accomplished  by  upgrading  the  position  and  reassigning  the 
incumbent  to  the  next  highest  class  in  the  series. 

Six  professional  positions  within  the  Municipal  Court  data 
center  are  exempt  from  the  Civil  Service  examination  process. 

With  the  exception  of  Public  Health,  departments  employing 
sizable  numbers  of  Data  Entry  Operators  state  that  they  will 
gradually  phase  out  these  jobs  through  attrition  or  job 
re-training . 

Study  Origins 

The  increased  demand  for  new  information  services  that  began 
in  the  mid-80's  - and  continues  today  - placed  additional 
burdens  on  the  City's  already  heavily-taxed  Civil  Service 
system.  New  data  processing  positions  were  added  to  meet 
growing  workloads,  and,  as  a result,  vacancy  rates  soared, 
especially  in  the  systems  and  programming  series.  Exams  were 
slow  to  be  given,  and  a considerable  number  of  vacancies  were 
filled  with  non-Civil  Service  (NCS)  appointments  or  by 
budgeting  instead  for  contract  staff.  In  one  two-year 
period,  ISD  hired  37  new  systems  and  programming  employees; 

30  were  NCS  appointments.  At  this  same  time,  more  than  40 
contractors  were  on  board. 
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Study  Origins  - Continued 

New  technical  specialties  were  not  classified  or  incorporated 
into  existing  job  descriptions  (many  of  which  have  not  been 
updated  since  1967)  . Instead,  these  were  accommodated 
through  the  use  of  the  MIS  Specialist  series,  contractors 
and,  more  recently,  an  exam  process  which  permitted 
candidates  to  declare  specialties  without  being  tested  for 
them. 

Data  processing  employees,  managers,  and  service  users  were 
alarmed  by  this  chaotic  situation.  Employees  expressed 
concern  over  the  heavy  reliance  on  NCS  appointments  and 
contract  staff  and  the  lack  of  opportunity  to  learn  new 
technologies  or  advance  through  coherent  career  paths. 
Departmental  users,  increasingly  insistent  on  high  quality 
services  and  the  use  of  up-to-date  technology,  leaned  heavily 
on  service  centers  to  deliver  sophisticated  systems.  Data 
processing  managers  struggled  to  meet  service  demands, 
introduce  new  technologies,  and  cope  with  mounting 
recruitment  problems. 

In  1987  these  problems  were  brought  to  the  fore  by  Local  21 
and  EIPSC.  Prompted  by  earlier  discussions  with  Local  21, 

ISD  chaired  a series  of  City-wide  meetings  that  led  to 
recommendations  to  proceed  with  a classification  study.  ISD 
secured  approval  for  $100,000  for  the  classification  work, 
and  these  funds,  unspent,  are  available  today. 

Concerns  about  the  limits  of  the  classification  survey  began 
to  emerge  in  the  course  of  the  1987  union-management 
meetings.  By  Civil  Service  definition,  the  survey  process  is 
static,  defining  only  those  jobs  and  activities  that  are 
currently  performed  or  needed  in  the  near  term.  Given  the 
dynamics  of  the  information  services  business,  there  was 
speculation  that  the  survey  would  become  obsolete  soon  after 
publication . 

These  concerns  were  raised  again  in  the  context  of  EIPSC 
business,  amidst  growing  recognition  that  the  City's  data 
processing  personnel  issues  were  far  more  complex  than  could 
be  addressed  solely  through  classification  work. 

This  present  study  was  thus  conceived  as  a way  to  address  the 
broader  range  of  issues:  recruiting,  hiring,  promotional 

practices  and  opportunities,  performance  incentives, 
professional  and  technical  training,  work  environment.  While 
the  proposal  for  a classification  survey  has  considerable 
merit  - it  was,  in  fact,  the  genesis  of  this  study  and 
remains  a primary  goal  - the  overwhelming  need  today  is  to 
view  the  picture  whole  and  to  implement  measures  which  will 
have  a more  lasting  impact. 
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Achievements 


Although  today's  personnel  issues  loom  large,  a number  of 
past  efforts  have  succeeded  in  resolving  various  aspects  of 
the  overall  problem.  These  deserve  recognition  here  because 
they  demonstrate  what  can  be  achieved  through  persistence  and 
cooperation  - and  point  the  way  to  possible  future  solutions. 

• With  encouragement  from  the  data  processing  community. 

Civil  Service  proposed  and  implemented  a flexible  staffing 
program  under  which  programmer  trainees  may  be  promoted  to 
journey  level  based  on  performance  rather  than  examination. 

• In  1984,  working  with  Civil  Service  and  within  the  salary 
standardization  process,  data  processing  management 
obtained  sizable  raises  and  more  nearly  competitive 
salaries  for  the  systems  and  programming  staff.  (Salaries 
for  mid-range  classes,  however,  remained  relatively  low.) 

• ISD  managers  have  had  some  past  success  in  attracting 
employees  to  entry-level  jobs  by  recruiting  at  local 
colleges  and  universities. 

• Local  21  and  data  processing  management  succeeded  in 
focusing  attention  on  the  City's  outmoded  data  processing 
job  descriptions,  and  $100,000  has  been  appropriated  for  a 
classification  study. 

• During  a period  of  high  vacancies,  ISD  used  the  services 
of  a professional  data  processing  recruiter.  This  helped 
reduce  the  burden  on  data  processing  managers  and  allowed 
them  to  concentrate  more  fully  on  the  data  processing  work 
they  were  hired  to  do. 

• Through  the  recent  cooperative  efforts  of  Local  21,  the 
Controller,  EIPSC  chair,  data  processing  management  and 
the  Civil  Service  Commission,  internal  adjustments  for  the 
systems  and  programming  series  have  increased  salaries  and 
promotional  incentives  for  the  mid-range  classes. 

• MIS  managers  and  departmental  representatives  from  across 
the  City  have  established  a forum  in  which  to  identify 
problems  and  lobby  for  improvements  to  the  City's  data 
processing  practices.  The  existence  of  this 
self-chartered  group  underscores  the  need  to  bring 
together  individuals  with  varying  perspectives  to  share 
common  problems  and  solutions. 
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Issues  identified  in  the  early  part  of  this  study  reflect 
diverse  points  of  view  - management,  professional  and 
technical,  service  user  - yet  there  has  been  a general 
consensus  about  the  vast  majority  of  these  problems  and  their 
consequences . 

Happily,  during  the  course  of  this  project,  a number  of 
remedial  measures  were  implemented.  Internal  adjustments  for 
the  systems  and  programming  series  brought  salary  increases 
and  greater  promotional  incentives  for  the  mid-range 
classes.  The  heavy  reliance  on  personal  services  contracts 
has  gradually  declined. 

Some  of  the  issues  described  below  cannot  be  fully  addressed 
under  the  guidelines  of  this  study.  For  example,  changes  to 
the  "Rule  of  Three"  would  require  charter  amendment,  which  is 
beyond  project  scope.  Nonetheless,  all  defined  issues  have 
been  included  here  for  the  sake  of  completeness  and  to 
illustrate  complexities. 

These  issues  have  been  edited  slightly  since  their  original 
presentation  for  clarity  and  inclusion  of  additional  comments 
by  project  participants. 

Overview 

The  following  broad  statement  of  issues  describes  those 
factors  that  make  the  data  processing  personnel  situation 
both  unique  and  acute. 

• The  City  operates  in  the  midst  of  a highly  competitive 
data  processing  labor  market.  To  attract  and  retain 
skilled  staff,  the  private  sector  offers  bonuses, 
incentives  and  salaries  that  far  outstrip  what  we 
presently  provide  here. 

• The  data  processing  business  is  dynamic,  rapidly  changing, 
innovative.  The  City's  relatively  static,  outmoded 
processes  have  not  kept  pace. 

• The  City's  protracted  examination  and  hiring  processes  are 
at  odds  with  industry  practices,  and  prospective  data 
processing  employees  are  often  put  off  by  the  need  to  take 
an  exam  or  go  through  a lengthy  hiring  process. 
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Overview  - Continued 

• City  departments  are  increasingly  sophisticated  about  the 
application  of  new  information  processing  technology. 
Whether  they  rely  on  the  services  of  central  organizations 
or  are  self-sufficient  with  regard  to  data  processing 
services,  they  now  demand  highly  skilled  professionals  to 
do  the  job  right. 

• The  growing  diversity  of  data  processing  products  and 
services  is  reflected  in  the  myriad  ways  City  departments 
put  these  to  use.  It  is  increasingly  difficult  to 
establish  common  skills  reguirements  (for  purposes  of 
recruiting  and  testing)  among  the  City's  many  large  and 
small  data  centers. 

• The  City's  data  processing  work  force  is  growing,  but  its 
capacity  to  bring  fresh  talent  into  the  system  remains 
unchanged . 

• Skilled  data  processing  professionals  are  in  high  demand, 
and  as  long  as  demand  outstrips  supply,  the  industry  will 
continue  to  rely  heavily  on  contract  personnel  and  on  a 
range  of  perquisites  and  bonuses  to  attract  and  retain 
employees . 

• Data  processing  is  not  yet  a mature  discipline;  many  say 
it  is  still  in  its  infancy  or,  at  most,  adolescence.  with 
the  greatest  advances  still  to  come,  the  field  will  remain 
fluid  and  its  personnel  highly  mobile  for  many  years  into 
the  future. 

Recruitment 


1 Timely  job  offers 

Pro-active  recruitment,  which  is  vital  in  this  highly 
competitive  labor  market,  has  not  been  effective  due  to 
the  protracted  examination  and  hiring  process.  Many 
qualified  candidates  cannot  or  do  not  wish  to  wait  lengthy 
periods  to  accept  employment  offers,  especially  when  there 
are  many  other  local  opportunities. 


2 Competitive  Salaries 


Based  on  hiring  experiences  and  informal  knowledge  of  the 
Bay  Area  labor  market,  it  appears  that  first-step  salaries 
in  the  mid-range  data  processing  classifications,  e.g., 
systems  and  programming  series,  are  generally  low.  This 
hinders  initial  recruitment  and  longer  term  retention. 
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Recruitment  - Continued 


3 Benefits 

Fringe  benefits  and  perquisites  within  the  City  are  poor 
compared  to  those  offered  in  private  industry.  This 
affects  both  recruitment  and  retention. 

4 Bureaucratic  delays 

The  City's  slow  bureaucratic  processes  often  mean  a long 
delay  between  announcing  an  opening  and  being  able  to  hire 
(start)  a qualified  candidate.  This  discourages  outside 
candidates  and  in-house  employees  alike. 

5 Use  of  written  exams 

Some  skilled  data  processing  professionals,  especially 
those  above  entry  level,  object  to  written  examinations 
and  therefore  decline  to  pursue  employment  with  the  City. 

6 Duration  of  lists 

The  duration  of  Civil  Service  lists  (two  to  three  years) 
causes  difficulty  in  attracting  new  hires.  After  several 
months,  potential  hires  on  the  list  who  have  not  yet  been 
reached  have  often  taken  other  jobs. 

7 Technical  relevance  of  lists 

The  duration  of  eligibles'  lists  makes  them  an  ineffective 
way  to  recruit  for  state-of-the-art  expertise.  Technology 
changes  quickly,  and  the  knowledge  which  was  tested  at  a 
given  point  in  time  may  be  entirely  inappropriate  six  to 
twelve  months  later. 

8 Reliability  of  lists 

It  is  difficult  to  ascertain  whether  individuals  on  a list 
have  required  skills  and  experience  other  than  by 
submitting  a requisition,  waiting  for  calls  to  be  issued, 
and  interviewing  the  individual.  Only  during  the 
interview  can  it  be  determined  if  a candidate  is  qualified 
to  do  the  job,  but  by  then  one  of  the  top  three  eligibles 
must  be  hired  even  if  all  three  lack  the  appropriate 
expertise . 
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Recruitment  - Continued 

9 NCS  appointments 

Given  the  infrequency  of  examinations,  it  is  often 
necessary  to  recruit  employees  on  a "Non-Civil  Service" 
(NCS)  basis.  Prospective  and  tenured  employees  are 
reluctant  to  accept  such  appointments  due  to: 

• The  City's  inability  to  provide  step  increases  and  full 
benefits  for  NCS  employees. 

• The  tenuousness  of  the  appointment.  Candidates  wishing 
to  become  permanent  in  these  positions  must  take  a 
Civil  Service  examination  and  score  high  enough  on  the 
list  to  be  reached.  If  they  cannot  be  reached,  they 
must  be  let  go  or  return  to  their  lower  permanent 
position.  This  is  disruptive  for  both  the  individual 
and  the  work  effort. 

10  Use  of  personal  services  contracts 

The  use  of  personal  services  contracts  is  contro- 
versial. A growing  number  of  client  departments  insist 
that  central  data  processing  organizations  use  contractors 
in  order  to  hire  qualified  staff  on  a timely  basis. 
In-house  employees  are  concerned  that  the  use  of  contract 
staff  blocks  promotional  and  learning  opportunities. 

Retention 


11  Performance  rewards 

The  City  does  not  offer  financial  incentives  or  rewards 
for  high  performance.  Today's  labor  market  offers  many 
opportunities  for  career  advancement,  and  outstanding 
performers  therefore  often  leave  the  City. 

12  Merit  increases 

Employees  who  wish  to  remain  in  their  current 
classifications  have  no  opportunity  for  merit  increases 
after  Step  5. 

13  Promotional  opportunities 

Under  "The  Rule  of  Three",  high  performing  employees  who 
have  passed  an  examination  cannot  be  promoted  until  they 
are  reachable  on  the  list,  and  if  this  does  not  occur 
within  a reasonable  time  frame,  they  leave  the  City  for 
more  remunerative  employment. 
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Retention  - Continued 

14  Performance  incentives 

Civil  Service  salaries  are  not  tied  to  performance;  some 
newcomers  to  Civil  Service  have  difficulty  living  with 
this  principle  and  therefore  leave  the  City. 

15  Exam  savvy 

Promotions  are  sometimes  based  more  on  a candidate’s 
test-taking  abilities  than  on  his  or  her  job  knowledge. 

16  Job  challenge 

Much  of  the  City's  data  processing  workload  consists  of 
maintaining  existing  computer  systems  (as  opposed  to 
designing  and  developing  new  applications) . Many  computer 
professionals  perceive  new  development  work  as  more 
challenging  and  desirable,  and  they  are  less  willing  to 
accept  employment  as  maintenance  programmers. 

17  Professional  enrichment 

Professional  memberships,  conference  participation,  and 
other  career-related  activities  are  not  routinely  offered 
as  professional  incentives  to  data  processing  employees. 

18  Technical  career  paths 

Retaining  City  employees  with  advanced  technical  skills  is 
difficult  because,  under  the  present  system,  they  must 
move  into  management  positions  in  order  to  qualify  for 
salary  increases  beyond  the  normal  step  advancements. 

Examination  Process 

19  Duration 

The  examination  process,  from  development  of  an  exam 
through  appointment  from  an  eligibles*  list,  is  very 
lengthy.  Many  applicants  become  discouraged  and  seek 
employment  elsewhere. 

20  Hiring  fresh  talent 

Other  than  for  entry-level  positions,  eligibles'  lists 
often  do  not  provide  any  immediately  "reachable"  new 
employees.  The  net  effect  of  the  examination  process  is 
to  reshuffle  the  existing  personnel  pool  rather  than 
attract  additional  staff. 
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Examination  Process  - Continued 


21  Frequency 

Data  processing  promotional  examinations  are  sporadic  and 
infrequent.  The  infrequency  of  exams  does  not  allow 
timely  recruitment  of  individuals  qualified  in  new 
technologies  and  hinders  the  promotion  of  qualified 
employees  who  are  already  on  board. 

22  Promotional  points 

Promotional  points  given  to  permanent  City  employees  mean 
that  entry  employees  may  be  relatively  low  on  the 
eligibles'  lists  and,  even  though  they  may  be  highly 
qualified,  cannot  usually  be  appointed  to  permanent 
positions  until  considerable  time  has  passed  and  they  are 
reachable.  By  then,  they  may  become  discouraged  and 
accept  employment  elsewhere. 

23  Technical  diversity 

Because  a Civil  Service  exam  for  a given  job  must  reflect 
the  wide  variety  of  technologies  and  techniques  used 
throughout  the  City,  the  exams  are  often  too  general  to 
provide  meaningful  results. 

24  Lead  time  for  training 

The  Civil  Service  examination  process  defines  the  minimum 
required  skills  for  entry  into  a job  class.  This  results 
in  a list  of  eligibles  who  do  not  have  the  full  set  of 
skills  or  experience  to  start  the  job  immediately. 

A long  lead  time  may  be  required  to  provide  classroom  and 
on-the-job  training  before  an  individual  is  ready  to  do 
the  work.  Client  departments  are  often  unwilling  or 
unable  to  provide  funding  and/or  time  for  such  training. 
When  there  are  many  projects  that  need  highly  proficient 
staff  to  meet  mandated  objectives  and  deadlines,  central 
data  processing  organizations  have  resorted  to  the  use  of 
personal  services  contracts. 

25  Multiple  oral  boards 

When  the  number  of  candidates  is  high.  Civil  Service  uses 
multiple  oral  boards  to  evaluate  applicants.  This  causes 
inconsistencies  in  the  exam  scores. 
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Examination  Process  - Continued 

26  Untested  specialties 

In  many  cases,  written  examinations  test  general  knowledge 
rather  than  specific  job  skills.  For  this  reason,  the 
resulting  eligibles’  lists  do  not  always  yield  candidates 
who  have  the  skills  required  for  the  job  at  hand. 

27  Oral  exams 

The  hurried  oral  examination  process  does  not  permit 
sufficient  dialogue  or  opportunity  for  follow-up  questions 
to  properly  assess  candidate  experience  and  ability. 

28  Cut-off  scores 

Civil  Service  determines  the  passing  score  for  all 
examinations,  and  this  does  not  always  yield  fully 
qualified  candidates. 

Job  Classification 

29  Static  process 

The  classification  process,  by  current  definition,  is 
static  and  accommodates  current  requirements  rather  than 
the  dynamics  of  the  data  processing  business. 

30  Obsolete  job  descriptions 

Existing  Civil  Service  job  descriptions  are  obsolete  (many 
were  established  in  1967)  . 

31  Integrity 

The  scope  of  duties  for  each  class  is  updated  when  exams 
are  given,  but  this  update  process  is  narrowly  focused  and 
does  not  take  into  account  other  related  issues  such  as 
career  paths  and  salary  differential  between  job  classes. 

32  New  specialties  and  technologies 

Many  new  specialties  have  emerged  for  which  there  are  no 
job  classifications,  e.g..  Data  Base  Administrators, 
Systems  Administrators,  Technical  Writers.  In  addition, 
many  City  departments  and,  to  a lesser  extent,  the  data 
processing  centers  are  appointing  people  to  the  MIS 
Specialist  series  for  which  no  exams  have  been  given  and 
whose  job  scopes  and  relationship  to  other  data  processing 
classes  are  ambiguous. 
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lob  Classification  - Continued 

33  Management  classes 

The  use  of  single  management  classifications  for  a wide 
variety  of  management  roles  leads  to  the  mistaken 
impression  that  the  roles  are  interchangeable,  e.g.,  1880 

Chief  of  Systems  is  used  for  applications  managers, 
operations  managers,  and  systems  programming  managers. 

34  Career  paths 

Career  paths  are  unclear  within  and  between  job  series  and 
do  not  accommodate  employees  with  advanced  technical 
skills.  Technicians  are  moving  (inappropriately,  in  some 
cases)  into  management  positions  in  order  to  gain  salary 
advantage . 

Dispersed  Staff 

35  Management  of  data  processing  professionals 

Many  departments  are  now  hiring  data  processing 
professionals  and  assigning  management  of  these  employees 
to  personnel  who  have  neither  the  appropriate  knowledge 
nor  the  skills  to  manage  these  professionals  effectively. 

Work  Environment 


36  Facilities 

The  City's  physical  working  conditions  are  less  attractive 
than  those  found  in  other  organizations. 

37  Job  tools 

Other  amenities,  such  as  access  to  personal  computers  and 
various  work  tools,  are  limited. 
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The  findings  from  this  study  give  added  meaning  to  the  issues 
defined  earlier  in  the  project.  Many  data  processing 
executives  described  personnel  issues  in  business  terms, 
noting  the  integration  of  data  processing  plans  with 
organizational  objectives  and  the  criticality  of  information 
services  to  overall  success.  In  this  context,  retaining 
qualified  staff  becomes  a business  imperative. 

At  the  same  time,  organizations  see  the  need  to  establish  a 
human  perspective  - to  understand  the  impact  on  people  of 
vast  technological  change,  to  create  a job  environment  that 
is  rewarding  and  challenging,  to  make  bureaucracies  workable 
and  accessible  to  individuals. 

This  section  takes  into  account  these  broader  points  of  view 
as  well  as  the  more  specific  issues  associated  with  Civil 
Service  practices  and  personnel  administration. 

The  wealth  of  data  gathered  in  this  survey  required  that  we 
select  for  discussion  those  findings  that  are  most  pertinent 
to  the  City’s  environment,  that  indicate  marked  differences 
or  similarities  to  City  practices  and  experience,  and  which 
hold  the  greatest  promise  for  timely  implementation.  Full 
survey  responses  are  shown  in  the  Appendix. 

Findings  are  based  on  responses  to  questionnaires  sent  to 
public  and  private  sector  organizations  and  to  the  City's 
nine  principal  data  centers;  follow-up  interviews;  feedback 
from  employees,  who  were  invited  to  comment  on  this  project; 
background  information  obtained  from  EIPSC  and  Civil  Service; 
and  collateral  readings.  In  order  to  achieve  the  highest, 
most  accurate  response  possible,  survey  and  interview 
participants  were  assured  at  the  outset  that  individual 
responses  would  be  held  confidential.  (This  was  thought  to 
be  particularly  important  to  private  sector  organizations.) 
Survey  results  are  thus  shown  in  composite  form.  Responses 
are  organized  according  to  public  and  private  sector  and, 
within  this,  by  size  of  data  processing  organization. 

Within  this  section,  the  lengthier  sub-sections  conclude  with 
a "Net  Assessment". 
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Survey  Respondents 

Of  the  92  questionnaires  mailed  to  outside  organizations,  68 
were  completed  and  returned  - 43  from  the  public  sector 
(which  included  two  non-profit  organizations)  and  25  from 
private  sector  organizations.  Survey  responses  from  outside 
organizations  appear  in  Appendix  A.  All  private  sector 
respondents  (25)  are  located,  headquartered  or  have  principal 
offices  in  the  San  Francisco  Bay  Area,  with  sizable  numbers 
of  data  processing  employees  in  this  location.  This  is 
important,  because  the  City  competes  for  staff  in  this  labor 
market . 

Within  the  public  sector  respondents  (43),  17  are  located  in 
the  San  Francisco  Bay  Area,  6 in  other  large  metropolitan 
areas  within  California,  and  20  in  other  California  regions 
of  varying  size. 


Public  Private  Total 

San  Francisco  Bay  Area  17  25  42 

Other  large  metropolitan  6 6 

areas  in  California 

Other  (California)  20  20 

Total  43  25  68 


Surveys  were  also  completed  and  returned  by  the  City’s  nine 
data  processing  service  centers: 

Airport 

Community  College 
Controller/ISD 
Municipal  Court 
Port 

The  City  survey  excluded  other  departments  with  assigned  data 
processing  staff;  however,  these  nine  service  enters  employ 
90%  of  the  City's  data  processing  work  force.  City  responses 
were  compiled  separately  and  appear  in  Appendix  B. 


Public  Health 
PUC/BMIS 
Public  Works 
School  District 
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Organization  Profile 

General  descriptive  information  about  each  organization  was 
included  in  the  survey  to  permit  comparison  with  the  City 
data  processing  environment  and  to  assess  the  relationship  of 
organization  and  technology  to  specific  personnel  issues. 

The  total  size  of  responding  organizations  ranged  from  120 
employees  to  86,000.  For  purposes  of  this  study,  the  size  of 
the  data  processing  (DP)  organization  was  considered  to  be  of 
greater  significance,  and  all  subsequent  references  to  size 
are  based  on  the  numbers  of  data  processing  employees  in  the 
DP  shops  for  which  responses  were  submitted.  (In  the  case  of 
some  respondents  with  distributed  data  processing  operations, 
responses  did  not  include  all  DP  sites  within  the  total 
organization . ) 

Size  of  Data  Processing 

Data  processing  ranged  in  size  from  5 employees  in  the 
smallest  public  sector  DP  organization  to  4488  employees  in 
the  largest  private  sector  shop.  Figure  1 shows  the  size  of 
data  processing  organizations  in  relation  to  total 
organization  size  and  the  number  of  annual  new  DP  hires. 
(Survey  items  3,  9,  20) 

Taking  into  account  data  processing  staff  employed  City-wide, 
the  City  falls  within  the  "Large  - Public  Sector"  range. 

Degree  of  Centralization 

The  locations  of  data  centers  and  of  systems  and  programming 
staff  for  all  respondents  tend  to  be  predominantly 
centralized,  with  most  others  being  a combination  of 
centralized  and  decentralized.  Few  organizations  are 
predominantly  decentralized.  (Survey  item  6) 

By  contrast,  policy  and  direction  setting  is  more  clearly 
centralized,  with  nearly  80  per  cent  of  all  respondents 
indicating  "predominantly  centralized".  Interestingly,  City 
respondents  showed  a wide  range  of  answers  for  this  item,  but 
this  may  be  due  to  varying  perceptions  about  the  intent  of 
the  question. 

In  follow-up  interviews,  a number  of  respondents  spoke  of  an 
organization-wide  perspective  in  spite  of  geographically 
dispersed  operations.  Others  described  central  steering 
mechanisms,  consisting  variously  of  chief  executive  and  line 
management  or  of  multi-tiered  structures  made  up  of  senior 
executives,  data  processing  managers,  and  service  users. 
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FINDINGS 


Organization  Profile 

Degree  of  Centralization  - Continued 

Finally,  there  was  for  many  executives  a very  clear 
identification  with  the  central  organization  and  a strong 
belief  that  the  information  services  function  was  essential 
and  integral  to  organizational  goals. 

Technology 

Respondents’  large-scale  computer  systems  consist  mainly  of 
IBM  equipment,  and  mid-range  systems  are  primarily  IBM  or 
DEC.  (Survey  item  7)  There  is  a seemingly  greater  diversity 
of  vendors  within  the  mid-range  category;  however,  the 
composite  survey  picture  does  not  show  the  number  of 
different  vendors  which  may  be  represented  in  any  single 
organization.  (This  would  have  implications  for  the  number 
and  range  of  technical  specialties  to  be  supported  by  data 
processing  staff.) 

Respondents  have  a mix  of  personal  computers  - primarily  IBM, 
IBM-compatible,  or  Apple  (Macs)  - with  many  of  these  tied  to 
larger  computers  or  linked  via  local  area  networks.  (Survey 
item  7) 

COBOL  is  the  most  widely  used  programming  language  for 
mainframe  and  minicomputers,  with  4th  generation  languages 
also  well  represented.  (Survey  item  8)  Data  base  management 
systems  are  widespread,  with  IDMS,  IMS  and  DB2  most 
frequently  named. 

In  the  course  of  the  interviews,  respondents  were  asked  about 
the  limits  placed  on  the  selection  and  use  of  technology. 

One  organization  reported  that  the  Information  Services 
department  published  a list  of  services  and  level  of  support 
provided;  users  who  went  beyond  this  were  on  their  own. 
Another  central  service  shop  did  not  support  personal 
computers  or  office  automation;  users  provide  support 
independently  in  these  areas.  Some  respondents  spelled  out 
the  necessity  of  acquiring  central  mainframe-compatible 
applications  and  of  determining  the  appropriate  mix  of 
mainframes,  mid-scale  processors  and  personal  computers. 

Composition  of  Staff 

In  both  public  and  private  sector  organizations,  more  than 
two-thirds  of  the  data  processing  staff  are  assigned  to 
either  application  systems  development  and  maintenance  or  to 
operations  and  production  support.  (Survey  item  9)  The 
remaining  employees  work  in  end-user  computing  or  other 
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Organization  Profile 

Composition  of  Staff  - Continued 

specialty  areas  such  as  systems  programming  and  data  base 
administration . 

The  City  response  is  comparable. 

Systems  Maintenance 

In  nearly  half  the  organizations  surveyed,  some  50  to  75  per 
cent  of  the  systems  and  programming  staff  maintain  existing 
systems,  as  opposed  to  developing  new  applications.  (Survey 
item  10)  Roughly  one-fourth  of  respondents  show  maintenance 
assignments  in  the  26  to  50  per  cent  range. 

City  responses  show  more  than  three-quarters  of  data 
processing  organizations  with  maintenance  in  the  50  to  75  per 
cent  range.  This  may  be  important  to  those  data  processing 
professionals  who  see  maintenance  as  less  desirable  than  new 
development  work.  This  also  has  consequences  for  the  use  of 
contractors,  whose  use  is  generally  higher  during  peak 
periods  of  new  development.  It  is  noteworthy,  however,  that 
the  ratio  of  maintenance  to  new  development  fluctuates 
considerably  within  relatively  short  timeframes. 

Training 

Seventy  per  cent  of  respondents  spend  from  one  to  four  per 
cent  of  their  data  processing  personnel  budget  on  training. 
(Survey  item  11)  The  private  sector  spends  a greater 
percentage  of  its  personnel  budget  on  training  than  does  the 
public  sector.  In  the  private  sector,  39  per  cent  of 
respondents  spend  from  three  to  four  per  cent  of  this  budget 
on  training,  and  in  the  public  sector,  18  per  cent  spend  this 
amount . 

By  contrast,  eight  of  the  City's  nine  data  centers  spend  one 
to  two  per  cent  of  personnel  budgets  - or  less  - on 
training.  This  is  important  for  a number  of  reasons. 
Technical  and  professional  training  is  essential  in  this 
rapidly  changing  field.  Training  is  viewed  by  data 
processing  professionals  as  an  opportunity  for  advancement 
and  job  enrichment,  and  this  has  implications  for  retention 
and  recruitment.  The  private  sector  respondents  (who  spend 
relatively  more  on  training)  are  located  in  the  San  Francisco 
Bay  Area,  the  same  labor  market  in  which  the  City  competes 
for  professional  staff. 
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Organization  Profile 

Net  Assessment:  Organization  Profile 

In  the  selection  and  use  of  technologies  and  vendors,  the 
City  is  generally  comparable  to  survey  respondents,  which 
means  that  the  City  must  compete  for  - and  strive  to  retain  - 
the  same  skilled  specialists  sought  by  other  organizations. 
The  City  may  be  technically  somewhat  more  diverse  because  of 
its  broader  mix  of  business  requirements  and  application 
specialties . 

The  City's  DP  training  budgets  are  low,  especially  in 
relation  to  other  Bay  Area  organizations.  The  ratio  of 
maintenance  to  new  development  is  higher  in  the  City  than  in 
other  organizations  - at  least  at  the  present  time. 

As  in  the  City,  other  organizations  have  various  central 
information  services  steering  committees,  but  the  City 
appears  to  be  somewhat  more  decentralized  with  respect  to  the 
number  of  independent  data  processing  service  centers.  (This 
reflects,  in  some  ways,  the  organization  structure  and 
diversity  of  the  City  as  a whole.) 

Other  organizations  appear  to  have  achieved  greater  clarity 
than  the  City  in  defining  the  support  roles  of  the  central 
data  processing  organization  in  relation  to  departmental 
computing,  with  departments  more  certain  about  when  they  are 
on  their  own  and  when  they  can  turn  for  central  assistance. 
This  would  be  a factor  in  the  hiring  of  DP  staff  outside  the 
central  data  processing  service  organization. 

For  many  of  those  interviewed,  the  role  of  data  processing 
was  tied  closely  to  the  mission  of  the  whole  organization 
rather  than  serving  the  various  objectives  of  constituent 
operating  units.  In  these  organizations,  the  data  processing 
department  could  clearly  point  to  the  overall  plan  and 
describe  the  role  of  information  services  in  achieving  it. 
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While  nearly  all  survey  respondents  reported  some  degree  of 
difficulty  in  recruiting,  especially  for  certain  highly 
specialized  skills,  there  is  considerable  flexibility  within 
organizations  in  recruitment  methods,  the  basis  used  for 
hiring,  and  the  ways  they  go  about  solving  recruitment 
problems . 

Hiring  Decisions 

Personal  interviews  were  rated  by  respondents  in  all  sectors 
as  highly  important  in  making  hiring  decisions.  (Survey  item 
13)  In  the  private  sector,  resumes  and  recommendations  from 
colleagues  were  also  rated  high.  For  public  sector 
organizations  and  the  City,  the  panel  interview  is  of  high 
importance,  although  this  is  rated  low  in  the  private 
sector.  Hiring  factors  and  their  relative  ranking  are  shown 
in  Figure  2. 

Written  examinations  were  rated  low  in  importance  by 
respondents  in  both  the  public  and  private  sectors.  This  is 
in  contrast  to  City  responses,  which  show  the  written  exam  as 
of  medium  importance. 

In  the  course  of  the  interview,  one  private  sector  company 
stated  that  they  discontinued  the  use  of  proficiency  exams  on 
the  advice  of  a search  firm,  which  reported  that  exams  were  a 
turn-off  for  many  DP  professionals.  (This  same  search  firm, 
called  in  to  help  address  the  company’s  hiring  problems,  also 
reported  that  government  was  one  of  the  most  difficult 
sectors  for  which  to  recruit  because  it  is  perceived  as 
highly  bureaucratic.) 

One  public  sector  organization  reported  that  they  do  not  like 
to  use  written  exams,  because  exam  development  costs  are 
high.  Another  stated  that  written  exams  are  used  only  when 
they  have  a large  number  of  applicants. 

The  use  of  exams  and  the  examination  process  are  discussed 
more  fully  in  a later  section,  "Government  Agencies". 

Recruitment  Methods 

Survey  respondents,  including  the  City,  showed  media 
advertising  as  the  most  important  recruitment  method. 

(Survey  item  14)  In  the  private  sector,  this  was  followed  by 
the  use  of  search  firms  and  college  campus  recruiting. 

(Giving  bonuses  to  new  hires  or  to  those  who  referred  them 
proved  less  important  to  respondents  than  was  expected  at  the 
beginning  of  this  study.) 
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SOURCES  OF  INFORMATION  USED  IN  MAKING  HIRING  DECISIONS 

(Ranked  by  Relative  Importance) 
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Recruitment  Methods  - Continued 

After  media  advertising,  public  sector  responses  showed 
college  recruiting  and  "other"  as  next  in  relative 
importance,  although  neither  of  these  fell  into  the  high  or 
medium  category.  "Other"  recruitment  methods  included 
referrals  by  friends  and  fellow  employees,  the  Civil  Service 
exam  process,  and  pirating  employees  from  other 
organizations.  Figure  3 shows  methods  ranked  in  order  of 
relative  importance. 

Two  matters  of  significance  emerged  from  this  area  of  the 
survey:  one,  the  greater  variety  of  recruitment  methods 

deemed  relatively  important  in  the  private  sector  and  two, 
the  relative  lack  of  importance  of  a range  of  recruitment 
methods  to  the  City.  Except  for  media  advertising  and 
"other"  (which  consisted  mainly  of  Civil  Service  exams),  the 
City  takes  little  advantage  of  fairly  commonly  used 
approaches  to  recruitment. 

In  follow-up  interviews,  respondents  from  both  the  public  and 
private  sectors  spoke  of  college  campus  recruiting  as  a means 
to  bring  in  new  employees  at  the  entry  level.  Some  do  it 
only  for  certain  jobs,  such  as  programmer/ana lyst , while 
others  recruit  for  all  job  categories.  Depending  on  the 
opening,  organizations  may  seek  out  computer  science  majors 
while  others  look  for  candidates  with  broader  business 
backgrounds  or  the  potential  for  advancement  into 
management.  In  some  organizations,  college  recruits  are  part 
of  formal  intern  or  apprenticeship  programs. 

A number  of  respondents  believe  that  hiring  employees  at  the 
entry  level  helps  create  organizational  loyalty  and  is  thus 
an  important  factor  in  long-term  retention.  (One  company, 
however,  did  not  agree  and  reported  that  50%  of  college 
recruits  hired  at  the  entry  level  left  within  two  years.) 

Other  organizations  prefer  to  use  search  firms,  some  for  a 
variety  of  DP  jobs,  others  mainly  for  senior-level 
positions.  As  reported  in  the  interviews,  most  media 
advertising  is  done  in  local  newspapers  and  trade  journals. 
One  local  organization  was  advised  by  a search  firm  to 
concentrate  on  recruiting  in  other  areas  of  the  country. 

Recruitment  Responsibility 

In  both  the  public  and  private  sectors,  data  processing 
management  clearly  has  major  responsibility  for  carrying  out 
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Recruitment  Responsibility  - Continued 

activities  required  to  recruit  and  hire  DP  employees. 

(Survey  item  15)  Forty-seven  per  cent  of  respondents  in  the 
public  sector  and  56  per  cent  in  the  private  sector  indicated 
that  recruiting  and  hiring  activities  are  assigned  either  to 
data  processing  management  or  to  a personnel  unit  which  is 
part  of  the  DP  organization.  In  some  cases  these  same 
respondents  also  use  the  services  of  the  central  unit. 

All  but  one  of  the  large  DP  organizations  in  both  the  public 
and  private  sectors  use  dedicated  DP  recruiters,  although 
this  is  not  true  for  the  majority  of  respondents.  (Survey 
item  16)  Approximately  half  the  dedicated  recruiters  had 
previous  DP  recruitment  experience  when  hired. 

In  the  public  sector  interviews,  data  processing  managers 
described  varying  degrees  of  participation  by  their  Civil 
Service  units,  but  most  reported  that  the  DP  organization 
initiated  and  managed  hiring  activities.  In  the  larger 
public  organizations  with  dedicated  DP  personnel  units,  these 
units  were  staffed  with  two  to  three  personnel  specialists, 
and  one  respondent  reported  that  a staff  of  two  was 
insufficient . 

Recruitment  Factors 

Salary  was  rated  by  respondents  as  highly  important  in 
attracting  qualified  candidates.  (Survey  item  17)  Benefits, 
opportunities  for  advancement,  and  state-of-the-art 
technology  also  rank  relatively  high  across  the  board. 

The  major  difference  between  the  public  and  private  sectors 
was  company/organization  reputation.  This  was  rated  high  by 
the  private  sector  but  considerably  lower  by  public  sector 
respondents.  Interestingly,  the  entry  level  trainee  program 
was  rated  low  as  a recruitment  factor  by  the  public  and 
private  sectors  in  spite  of  the  fact  that  both  reported 
college  recruiting  high  in  importance  as  a recruitment  method 
for  entry  level  staff. 

After  salary.  City  respondents  considered  job  security  and 
job  variety  as  important  recruitment  factors.  Facilities  and 
equipment  were  rated  much  lower  by  the  City  than  the  private 
sector.  Recruitment  factors  and  their  relative  ratings  are 
shown  in  Figure  4 . 
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Recruitment  Factors  - Continued 

In  the  course  of  the  interviews,  many  respondents  stated  that 
they  had  considerable  flexibility  in  offering  the  salary 
levels  required  to  hire  qualified  candidates  and  could  make 
offers  anywhere  within  the  grade  range.  Most  organisations 
recognized  the  need  to  pay  competitive  salaries  to  attract 
qualified  candidates  and  maintain  a staff  of  skilled  data 
processing  professionals. 

Although  formal  salary  evaluations  were  not  included  in  the 
scope  of  this  study,  informal  comparisons  indicate  that  as  of 
July  1989,  City  salaries  for  most  data  processing  jobs  are 
"in  the  ballpark"  for  the  San  Francisco  Bay  Area. 

Some  organizations  cited  travel  opportunities  or  the  chance 
to  live  near  a popular  vacation  spot  as  added  recruitment 
incentives . 

Job  Skills 

Some  job  specialties  are  considerably  more  difficult  to 
recruit  for  than  others.  (Survey  item  18)  All  survey 
respondents  reported  systems  programming  as  the  most 
difficult.  (In  the  City,  these  skills  are  assigned  to  the 
Software  Analyst  series.)  This  was  followed  by  skills 
associated  with  data  base  technology  - data  base 
administration  and  data  base  programming  - and  with 
application  system  analysis  and  design.  Telecommunications 
skills  presented  considerably  greater  recruitment 
difficulties  in  the  public  and  private  sector  than  in  the 
City;  for  end-user  computing,  this  was  just  the  reverse.  The 
relative  difficulty  of  recruiting  by  job  skill  is  shown  in 
Figure  5. 

In  interviews,  some  respondents  stated  they  attempted  to 
solve  recruitment  difficulties  by  offering  higher  salaries  or 
bonuses,  using  search  firms,  improving  the  company  image, 
recruiting  outside  the  local  area.  Some  organizations  place 
a limit  on  time  spent  to  recruit  for  a given  opening.  If 
this  is  not  filled  within  the  alloted  time,  they  hire 
contract  staff. 

Recruitment  Costs 

The  majority  of  respondents,  including  the  City,  spend  from 
one  to  ten  per  cent  of  their  annual  personnel  costs  on 
recruiting.  (Survey  item  19)  The  ranges  shown  for  this  item 
are  too  broad  to  permit  meaningful  analysis. 
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Time  Required  to  Fill  Jobs 

The  length  of  time  required  to  fill  data  processing  jobs  in 
the  City  is  substantially  higher  than  in  the  public  or 
private  sector  organizations  surveyed.  (Survey  item  21)  On 
average,  80  per  cent  of  private  sector  respondents  filled 
openings  in  all  job  categories  in  one  to  four  months.  For 
the  public  sector,  75  per  cent  filled  jobs  in  one  to  four 
months.  Only  18  per  cent  of  City  respondents  filled  jobs  in 
this  timeframe. 

The  majority  of  City  respondents  (52  per  cent)  reported  that 
it  took  them  on  average  five  to  twelve  months  to  fill  jobs  in 
all  categories.  Some  City  respondents  (16  per  cent)  reported 
recruiting  times  of  greater  than  a year.  Figure  6 shows  the 
length  of  time  required  to  fill  jobs  in  all  categories  for 
all  respondents. 

Certain  jobs  take  considerably  longer  to  fill  than  others; 
this  is  presented  in  Figure  7.  Findings  here  correspond 
roughly  to  those  associated  with  recruitment  difficulties  by 
job  skill  (Figure  5),  with  systems  programmers,  various  data 
base  specialists  and  telecommunications  analysts  taking  the 
longest  time  to  hire. 

In  the  City,  the  length  of  time  required  to  fill  a job  may  be 
understated,  because,  in  some  cases,  "filling  a job"  means 
making  a temporary  appointment.  Positions  are  not  truly 
filled  until  eligibles  are  appointed  from  lists,  with 
consequent  assurance  of  job  stability,  benefits,  and  regular 
salary  increments. 

One  organization  interviewed  reported  having  no  recruitment 
problems,  because  they  were  a "human  company"  with  little 
bureaucracy  that  developed  its  staff  and  provided  a stable 
working  environment. 

Other  organizations  interviewed  cited  business  cycles  as 
major  factors  in  recruiting.  Downturns  in  the  economy  or 
business  reverses  could  mean  layoffs  for  some  and  a fresh 
supply  of  talent  in  the  job  market  for  others. 

Net  Assessment:  Recruitment 

The  City  has  considerably  greater  difficulty  in  recruiting 
and  hiring  - and  does  less  about  it  - than  most  other  survey 
respondents . 
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How  long,  it  takes  to  fill  a job 

*for  all  job  categories 


Survey  Item  21  -Figure  6- 


AVERAGE  LENGTH  OF  TIME  REQUIRED  TO  FILL  A JOB 
BY  JOB  SKILLS 
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Net  Assessment:  Recruitment  - Continued 

Based  on  average  responses,  80  per  cent  of  private  sector 
jobs  and  75  per  cent  of  public  sector  jobs  are  filled  in  one 
to  four  months;  only  18  per  cent  of  City  jobs  are  filled  in 
this  timeframe.  The  majority  of  City  jobs  (52  per  cent)  are 
filled  in  five  to  twelve  months;  some  take  over  a year. 

Media  advertising  is  an  important  means  of  recruitment  for 
all  respondents,  followed,  in  the  private  sector,  by  the  use 
of  search  firms  and  college  campus  recruiting.  The  private 
sector  places  importance  on  a greater  variety  of  recruiting 
methods  than  the  public  sector.  City  recruitment  is  very 
limited . 

Salary  is  rated  by  respondents  as  a highly  important 
recruiting  factor,  followed  by  benefits,  opportunity  for 
advancement,  and  state-of-the-art  technology.  For  jobs  where 
recruiting  is  most  difficult  - systems  programmers,  data  base 
specialists,  systems  analysts  and  designers  - many  survey 
respondents  have  the  flexibility  to  offer  higher  salaries  and 
bonuses,  and  to  use  search  firms. 

With  respect  to  hiring  decisions,  personal  interviews  are 
important  to  all  respondents,  but  the  use  of  written  exams  is 
rated  low  in  importance  by  both  public  and  private  sector 
respondents . 

Data  processing  management  has  major  responsibility  for 
carrying  out  recruiting  and  hiring  activities,  and  large 
organizations  in  both  the  public  and  private  sector  make  use 
of  dedicated  recruiters. 

The  City's  relatively  poor  track  record  may  be  due  to  a 
number  of  factors:  bureaucratic  practices  which  are 

inflexible  and  time-consuming;  limited  recruiting;  a 
protracted,  sporadic,  unresponsive  exam  process;  and,  against 
this  background,  a dispersed  data  processing  community  which 
struggles  independently  for  change. 
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It  has  been  said  that  we  know  more  about  machines  than  we  do 
about  ourselves.  This  was  brought  home  in  the  course  of  this 
study,  as  we  began  to  consider  the  differences  between  the 
ability  to  recruit  qualified  staff  versus  being  able  to  keep 
them  on  board.  For  example,  salary  may  be  an  important 
factor  in  attracting  data  processing  professionals,  whereas 
the  quality  of  management,  considered  from  the  employee's 
perspective,  may  be  more  critical  to  retention. 

A related  consideration  is  the  point  of  view  represented  in 
the  survey.  Interviewees  - and  those  who  signed  off  on 
survey  responses  - were  virtually  all  from  the  ranks  of 
senior  management.  The  picture  may  have  been  altered 
considerably  had  there  been  opportunity  to  interview 
non-management  employees  along  with  executives. 

Much  of  the  City's  current  dilemma  centers  around  front-end 
recruitment  problems,  as  evidenced  by  the  high  vacancy  rate, 
heavy  reliance  on  contract  staff,  and  large  numbers  of 
limited  tenure  employees.  There  has  been  considerable 
pressure  to  solve  these  problems  first  in  order  to  get  on 
with  the  business  at  hand.  However,  as  suggested  in  one  of 
the  source  readings,  the  long-term  viable  plan  may  be  to 
place  less  emphasis  on  continuous  hiring  and  more  on 
personnel  retention. 

Those  portions  of  the  survey  (items  22-27)  which  deal  with 
retention  factors  are  not  exhaustive  on  the  subject. 
Nonetheless,  these,  in  connection  with  the  interviews, 
offered  a number  of  fresh  ideas  and  avenues  for  future 
exploration . 

Benefits 

Traditional  benefits  are  fewer  in  the  City  than  for  other 
organizations  surveyed.  (Survey  item  22)  Figure  8 shows  a 
comparison  of  benefits  by  survey  category.  City  responses 
for  some  items  do  not  reflect  uniform  practices.  For 
example,  work-at-home  arrangements  are  not  provided  by  all 
City  data  processing  shops. 

The  concern  here  is  less  for  the  City's  official  benefits 
package  than  for  the  perquisites  often  associated  with  the 
data  processing  world.  A number  of  these  were  explored 
specifically  in  the  course  of  follow-up  interviews: 

• Professional  training 

• Employee  recognition  programs 

• Loans  of  personal  computers 
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BENEFITS  & PERQUISITES  FOR  DATA  PROCESSING  EMPLOYEES 
(By  Percentage  of  Organizations  Responding) 
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Benefits  - Continued 

Professional  training  is  a staple  of  this  changing, 
innovative  industry,  and  data  processing  employees  see  this 
as  a way  to  advance  and  to  keep  abreast  of  current 
technology.  Training  was  mentioned  consistently  as  a work 
incentive  by  companies  with  low  turnover. 

In  most  of  the  City’s  data  centers,  however,  the  training 
budget  appears  to  be  relatively  low  compared  to  other 
respondents.  (Survey  item  11) 

Employee  recognition  programs,  as  reported  in  interviews,  are 
highly  variable  among  survey  respondents.  Some  are  part  of 
an  organization-wide  program;  others  are  DP-specific.  In  one 
company,  employees  decide  how  to  carry  out  the  program  and 
are  responsible  for  peer  nominations.  Still  others  are 
management-sponsored.  Recognition  is  given  to  both 
individuals  and  teams  for  various  achievements,  including 
completing  projects  ahead  of  schedule.  Awards  include  cash 
bonuses,  gift  certificates,  free  dinners,  plaques,  honorary 
lunches . 

Loans  of  personal  computers  were  cited  by  one  organization  as 
an  advantage  to  the  company  as  a whole  as  well  as  to  the 
individual,  because  the  company  would  benefit  by  increasing 
computer  literacy  among  its  employees.  In  this  firm, 
personal  computers  were  loaned  to  programmers,  analysts  and 
end-users.  A loan  pool  of  older  equipment  was  established  by 
one  organization.  Control  over  loaned  equipment  was  not 
cited  as  a problem.  An  alternate  suggestion  has  been  to 
secure  blanket  discounts  from  retail  vendors  for  employees 
who  may  want  to  purchase  their  own  computers. 

Turnover 

Turnover  rates  for  the  City’s  data  processing  centers  appear 
to  be  somewhat  higher  than  for  respondents  in  both  the  public 
and  private  sector.  (Survey  item  24)  Thirty-six  per  cent  of 
City  respondents  showed  a turnover  rate  for  all  job  classes 
in  the  over  10  per  cent  range.  Twenty-nine  per  cent  in  the 
private  sector  and  13  per  cent  in  the  public  sector  indicated 
turnover  in  this  range.  The  majority  of  all  respondents 
reported  turnover  rates  as  less  than  10  per  cent.  Turnover 
rates  greater  than  30  per  cent  were  almost  non-existent. 
Comparisons  are  shown  in  Figure  9.  (City  figures  may  be 
somewhat  misleading  owing  to  differences  in  staffing  levels 
among  data  centers.) 
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Turnover  - Continued 

However  meaningful  the  data,  in  the  City  any  rate  of  turnover 
is  significant  in  view  of  the  fact  that  it  takes  many  months 
- in  some  cases,  more  than  a year  - to  fill  openings! 

One  company  with  past  high  turnover  has  made  improvements  by 
paying  attention  to  the  quality  of  management,  and  senior 
managers  are  now  working  more  closely  with  supervisors  to 
develop  management  and  leadership  skills. 

For  companies  with  low  turnover,  various  reasons  were 
mentioned  in  interviews:  state-of-the-art  technology;  being 

"good  to  employees"  and  "treating  people  well";  promoting 
from  within;  training  employees  in  the  new  technologies; 
hiring  people  who  are  interested  in  working  in  the  given 
environment;  company  stability;  flexible  salary  programs; 
leading-  (not  bleeding)  edge  technology;  opportunities  for 
socialization;  latitude  in  the  choice  of  work  assignments 
(which  required,  however,  a commitment  to  see  the  project 
through  to  the  end) . 

Technical  Career  Paths 

In  the  City,  highly  skilled  technical  staff  cannot  advance  or 
earn  higher  salaries  beyond  a certain  point  unless  they  move 
into  supervisory  or  management  positions.  This  is  not  the 
case  with  the  clear  majority  (62  per  cent)  of  survey 
respondents,  although  this  practice  appears  to  be  more  common 
in  the  private  sector  than  in  the  public.  (Survey  item  26) 

Based  on  interviews,  organizations  who  offer  technical  career 
paths  vary  considerably  with  respect  to  opportunity  and 
salary  level.  In  one  local  company,  career  paths  branch 
after  grade  4 in  a 14-grade  career  ladder.  At  this  point, 
the  employee  can  move  either  into  the  technical  arena  or  into 
management,  and  this  allows  the  employee  to  earn  management 
pay  without  management  responsibility.  In  another  firm, 
advancements  were  not  routine  and  were  limited  to  a small 
number  of  exceptional  people. 

In  a few  organizations,  in  both  the  public  and  private 
sector,  technicians  can  earn  the  same  or  more  than  their 
managers . 

One  organization  reported  that  effective  recruiting  was  a key 
factor  in  addressing  the  reverse  side  of  this  issue.  In 
hiring  entry  level  staff,  they  didn’t  necessarily  look  first 


-39- 


. 


FINDINGS 


Retention  Factors 


Technical  Career  Paths  - Continued 

at  technical  aptitude  but  at  the  candidate’s  leadership 
qualities  and  potential  for  management.  This  gave  them  a 
supply  of  talent  from  which  to  appoint  future  managers, 
rather  than  having  to  draw  solely  from  the  technical  ranks. 

Promotions 

Performance  appraisal  was  rated  high  by  both  public  and 
private  sector  respondents  as  the  basis  for  making 
promotions.  (Survey  item  27)  This  was  low  in  importance  for 
City  respondents. 

Management  recommendations  and  interviews  were  also  of 
relatively  high  importance  for  all  respondents  except  the 
City. 

Written  exam  results  were  low  in  importance  to  all 
respondents.  Relative  ratings  are  presented  in  Figure  10. 

For  City  respondents,  no  item  was  rated  high  in  importance, 
possibly  due  to  the  absence  of  "eligibles  list"  from  the 
range  of  possible  responses. 

Net  Assessment:  Retention 

The  City's  turnover  rate  is  somewhat  higher  than  that 
reported  by  other  organizations,  and  this  situation  is  more 
acute  than  it  appears  on  the  surface  because  of  the  length  of 
time  required  to  fill  vacant  positions.  Organizations  with 
low  turnover  attribute  success  to  the  use  of  state-of-the-art 
technology,  extensive  training  programs,  promotions  from 
within,  flexible  salary  programs,  and  attention  to  the 
quality  of  management. 

The  City  may  improve  its  ability  to  retain  DP  professionals 
through  programs  similar  to  those  offered  by  other 
organizations  - expanded  training,  employee  recognition, 
loans  or  discounts  for  personal  computers. 

In  contrast  to  the  City,  the  majority  of  survey  respondents 
provide  technical  career  paths  for  highly  skilled 
technicians,  but  there  is  considerable  variation  in 
opportunity  and  salary  among  organizations. 

Because  of  chronic  staff  shortages,  the  emphasis  in  this 
report  has  been  on  recruitment.  Over  the  long  haul,  it  would 
be  more  effective  to  emphasize  retention  rather  than 
continuous  hiring. 
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Decentralized  Staff 

In  addition  to  professionals  assigned  to  City  data  centers,  a 
growing  number  of  information  services  employees  work 
directly  for  departments  to  perform  a range  of  jobs: 
computer  systems  administrator,  analysis,  programming  and 
general  support  functions.  Forty  of  these  employees  are 
assigned  to  the  MIS  Specialist  series,  and  22  fall  within  the 
traditional  data  processing  classes. 

The  assignment  of  DP/MIS  jobs  to  various  City  departments  has 
resulted  primarily  from  the  introduction  of  "friendly", 
relatively  low-cost  technology  which  is  an  integral  part  of 
office  operations  - word  processing,  office  automation, 
personal  computing,  and  so  forth.  In  addition,  some 
departments  seek  to  maintain  their  own  staff  of  information 
services  specialists,  because  they  prefer  to  work 
independently  of  City  data  centers,  are  unclear  about  central 
service  support,  or  wish  to  avoid  central  overhead  charges. 

Still  other  departments  have  unique  technical  applications, 
such  as  engineering  and  medical  specialties,  which  are  not  in 
the  mainstream  of  technology  supported  by  the  data  centers. 

In  some  of  these  cases,  there  are  pockets  of  data  processing 
activity  managed  and  carried  out  by  employees  working  within 
job  classes  outside  the  DP  and  MIS  series. 

Survey  Responses 

Nearly  half  of  all  survey  respondents  also  report  that 
service  users  hire  DP  staff  independently  of  the  data 
processing  departments.  (Survey  item  28)  This  is  slightly 
higher  in  the  public  sector  than  in  the  private. 

Specific  circumstances  were  described  more  fully  in  follow-up 
interviews.  In  one  large  county,  a "System  Specialist"  job 
is  used  by  the  operating  departments  to  cover  miscellaneous 
information  services  functions,  analysis,  departmental 
planning,  and  so  forth.  This  job  consists  of  one  pay  grade 
with  five  steps.  In  this  organization,  departments  are  not 
permitted  to  use  traditional  data  processing  classes. 

In  another  public  sector  organization,  department-level 
specialists  are  used  as  system  administrators,  personal 
computer  coordinators  and  for  department-specific 
applications  support.  Again,  these  jobs  are  segregated  from 
the  typical  DP  classes. 

In  some  organizations,  the  situation  is  not  as  clear  cut. 

One  public  sector  DP  director  described  the  matter  of 
decentralized  staff  as  a "real  hodge  podge"  of  job  classes. 
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Survey  Responses  - Continued 

A number  of  directors  were  emphatic  about  using  traditional 
data  processing  classes  only  for  the  central  DP  shop,  no 
matter  what  went  on  within  client  departments.  Presumably, 
these  DP  directors  sought  to  keep  the  content  and  training 
for  these  jobs  aligned  with  central  professional  standards. 

City  Issues 

Similar  issues  are  raised  by  some  City  DP  professionals  who 
are  concerned  about  departments*  ability  to  appropriately 
train,  manage  and  monitor  the  work  of  data  processing 
specialists,  and  to  insist  on  adherence  to  professional 
standards.  At  the  same  time,  employees  moving  up  through  the 
ranks  in  traditional  DP  classes  in  the  data  centers  look  at 
advancements  and  salaries  that  are  possible  in  the  less 
structured  departmental  settings  and  are  discouraged  by  the 
absence  of  competitive  exams  and  formal  professional 
guidelines  for  the  department  specialist. 

What  is  at  issue  here  is  not  the  legitimacy  of  assigning  DP 
staff  to  departments  but  the  lack  of  consistency  with  which 
these  job  classes  are  determined,  seeming  overlap  in  duties 
between  the  MIS  specialist  series  and  traditional  DP  classes, 
absence  of  coherent  career  paths,  and  failure  to  give  exams 
for  MIS  specialists. 

Other  serious  questions  have  to  do  with  career  paths  - 
whether  or  not,  for  example,  an  employee  who  has  acquired 
some  knowledge  about  data  processing  as  a by-product  of  his 
regular  job  (but  who  lacks  formal  DP  training  or  experience) 
should  qualify  for  traditional  data  processing  jobs  above 
entry  or  journey  level.  While  related,  today's  information 
services  jobs  have  come  into  being  under  varying 
circumstances  and  with  marked  differences  in  discipline  and 
exposure  to  professional  practices. 

One  significant  factor  that  distinguishes  the  role  of 
isolated  professionals  assigned  to  departments  is  the  broad 
range  of  duties  any  single  individual  may  be  required  to 
perform.  Originally  hired  to  manage,  say,  the  word 
processing  operation,  an  information  specialist  may 
ultimately  be  required  to  prepare  the  department's  EIPSC 
plan,  order  equipment  and  arrange  installation,  respond  to 
departmental  queries  on  a host  of  information  management 
issues,  and  still  keep  the  processor  humming  and  services 
flowing.  As  new  technologies  emerge,  this  same  individual 
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may  be  called  upon  to  learn  these,  as  well,  and  to  expand  his 
knowledge  base  far  beyond  what  was  originally  conceived  as  a 
relatively  limited  area  of  specialization.  This  is  in  marked 
contrast  to  professionals  working  within  the  larger  DP 
service  centers  where  there  are  greater  degrees  of 
specialization  within  the  total  work  force.  Smaller  DP 
centers  fall  somewhere  in  between,  with  professionals  wearing 
many  hats  - but  not  all  hats. 

Continuing  Change 

Sorting  out  this  dilemma  will  not  grow  easier,  as 
technologies  merge  and  the  lines  between  many  of  the 
traditional  data  processing  activities  and  the  newer 
specialties  are  further  blurred.  There  are  numerous 
predictions  by  industry  analysts  about  what  will  emerge  as 
the  next  wave  of  information  systems  jobs  and  the 
relationship  among  various  specialties.  These  experts  are 
not  in  full  agreement,  however,  and  the  future  is  uncertain. 

What  is  certain  is  that  change  is  a part  of  the  business  and 
that  there  will  be  no  final  shake-out  to  clarify  matters  once 
and  for  all.  Remaining  flexible  is  thus  essential. 

Net  Assessment:  Decentralized  Staff 

Roughly  ten  per  cent  (62)  of  the  City's  information  services 
professionals  work  directly  for  departments,  independently  of 
data  processing  service  centers.  (This  number  is  likely 
understated.)  These  employees  are  assigned  to  the  MIS 
Specialist  series,  traditional  DP  classes,  and  to  various 
other  job  categories,  and  assignments  range  from  word 
processor  management  to  programming,  analysis  and  general 
information  management  duties. 

Survey  respondents  (one-half)  report  similar  circumstances, 
but  there  is  no  consistent  approach  to  job  classification  or 
management.  Some  organizations  are  emphatic  about 
maintaining  a separation  between  traditional  data  processing 
jobs  assigned  to  central  DP  shops  and  those  assigned  to 
departments . 

Within  the  City,  issues  center  around  the  matter  of  career 
paths,  exams,  overlap  in  duties  among  the  various 
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Net  Assessment:  Decentralized  Staff  - Continued 

professional  series,  and  the  appropriate  training  and 
management  of  professionals  who  work  outside  City  data 
processing  service  centers. 

New  jobs  and  specialties  will  continue  to  emerge  as 
technology  advances  and  extends  beyond  the  central  DP  shop 
into  business  offices  and  specialized  units.  with  change  a 
certainty,  flexibility  is  essential. 
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Use  of  Contract  Staff 

The  surge  in  demand  for  new  information  services  that  began 
in  the  City  in  the  mid-’ 80’ s was  accompanied  by  an  increased 
reliance  on  contract  staff.  Pressured  to  deliver  an 
increasing  number  of  systems  using  complex  new  technologies, 
data  processing  centers  used  skilled  consultants  to 
supplement  the  work  of  in-house  staff  during  peak  periods  of 
new  development.  Many  employees  expressed  concern,  because 
they  felt  that  the  use  of  contractors  blocked  opportunities 
to  learn  and  advance.  This  situation  was  aggravated  by  the 
lack  of  regularly  scheduled  exams. 

The  use  of  contractors  has  diminished  somewhat  in  the  past 
two  years,  as  employees  have  gained  experience  in  the  new 
technologies  and  the  demand  for  new  systems  has  leveled  off. 
Nonetheless,  the  practice  remains  controversial. 

Study  findings  indicate  a remarkable  parallel  between 
circumstances  in  the  City  and  those  in  other  organizations. 
The  use  of  contractors  is  nearly  universal.  Sixty-two  of  the 
68  survey  respondents  indicated  that  they  use  contract  staff 
to  supplement  the  work  of  employees  (Survey  item  29) 

However,  in  spite  of  the  fact  that  this  is  a widespread 
practice,  many  organizations  reported  in  interviews  that  they 
do  not  like  having  to  rely  on  contractors  - for  a variety  of 
reasons.  These  are  discussed  in  a later  section. 

For  more  than  two-thirds  of  respondents,  the  percentage  of 
the  total  work  force  retained  under  contract  is  within  the 
one  to  ten  per  cent  range.  (Survey  item  30)  The  use  of 
contractors  above  this  range  is  greater  in  the  private  sector 
than  in  public  sector  organizations.  In  the  City,  only  two 
DP  shops  reported  the  use  of  contractors  above  the  10  per 
cent  level. 

For  purposes  of  this  study,  the  incidence  of  contract  staff 
is  perhaps  less  important  than  how  and  why  consultants  are 
used . 

Technical  Skills 

The  heaviest  use  of  contract  staff  by  survey  respondents  is 
for  the  design  and  development  of  new  systems,  including 
those  based  on  personal  computers.  (Survey  item  31) 

Consultants  are  also  used  - although  to  a lesser  extent  - for 


-45- 


FINDINGS 


Use  of  Contract  Staff 
Technical  Skills  - Continued 

maintaining  existing  systems,  specialized  hardware  and 
software  support,  telecommunications,  and  technical  writing. 

Contractors  are  not  used  - or  are  used  very  little  - as 
system  administrators,  section  or  senior  managers,  and 
computer  operators. 

Reasons  for  Using  Contractors 

The  most  important  reason  for  using  contract  staff  for  all 
respondents  is  to  meet  peak  demands  requiring  additional 
personnel.  (Survey  item  32)  This  is  followed  in  order  of 
importance  by  difficulty  in  recruiting  employees;  support  of 
new  technologies;  and  acceleration  of  the  hiring  process. 
Reasons  for  using  contractors  and  their  relative  importance 
are  shown  in  Figure  11. 

Survey  findings  were  corroborated  in  follow-up  interviews. 

In  both  the  public  and  private  sectors,  contractors  are  used 
for  specialized  short-term  needs  and  to  meet  peak  demands  for 
programmers  and  analysts  during  system  development  cycles, 
when  staffing  levels  are  highest. 

Some  organizations  reported  that  they  used  contractors  only 
for  new  development.  One  company  limited  the  use  of 
consultants  to  systems  maintenance.  Most  companies  who  used 
contractors  described  this  as  a means  to  deal  with  the 
dynamics  of  the  business. 

Pro's  and  Con's 

Although  there  were  a few  exceptions,  most  organizations 
reported  in  interviews  that  they  used  contractors  only  when 
absolutely  necessary,  or,  in  the  words  of  one  DP  director, 
"when  we  are  desperate". 

The  aversion  to  using  contractors  stems  largely  from  the  loss 
of  continuity  and  knowledge  when  the  contractor  leaves.  Some 
organizations  reported  that  the  presence  of  contractors 
lowered  the  morale  of  in-house  staff  and  that  there  were 
continual  rifts  between  employees  and  consultants.  (An 
exception  to  this  is  the  company  who  uses  contractors 
primarily  for  maintenance;  in  this  situation  the  consultants 
are  well  accepted.)  Others  saw  lack  of  organizational 
loyalty  as  a factor. 


-46- 


. 


. 


Reasons  for  Using  Contract  Pemonnel 


No  Importance  High  Importance 


FINDINGS 


Use  of  Contract  Staff 

Pro's  and  Con's  - Continued 

Those  who  saw  benefits  from  the  use  of  contract  staff  pointed 
to  the  new  ideas  and  fresh  perspective  they  brought  to  the 
organization;  reduced  costs  owing  to  the  absence  of  overhead 
and  long-term  payroll  burden;  fast  response  to  problem- 
solving; an  answer  to  recruitment  problems,  and  assistance  in 
training  existing  employees  in  new  technologies.  One  public 
sector  organization  stated  that  they  model  themselves  after 
the  private  sector  and  therefore  depend  on  contractors  to  win 
business  from  departments  and  remain  a viable  service 
alternative . 

Net  Assessment:  Use  of  Contractors 

The  use  of  contractors  is  universal,  but  most  organizations 
interviewed  do  not  like  this  practice. 

Contractors  are  used  by  survey  respondents  primarily  for  the 
design  and  development  of  new  systems  in  order  to  meet  peak 
staffing  demands;  to  alleviate  recruitment  difficulties  and 
accelerate  the  process  of  bringing  staff  on  board;  to  support 
new  technologies. 

Although  there  are  certain  perceived  advantages  to  the  use  of 
contractors  - the  introduction  of  new  ideas,  reduced 
long-term  payroll  burdens,  fast  response  to  problems  - most 
organizations  see  even  greater  disadvantages:  loss  of 
continuity  and  knowledge,  low  employee  morale,  lack  of 
loyalty  to  the  organization. 

In  spite  of  their  reluctance  to  do  so,  it  is  likely  that  many 
organizations  will  continue  to  use  contractors,  at  least  to 
some  extent,  as  long  as  demand  for  skilled  professionals 
exceeds  supply  and  rapid  technical  innovation  outstrips 
in-house  capacity  to  bring  about  change. 
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Job  Descriptions 

In  the  City,  job  descriptions  for  the  data  processing  series 
are  outdated,  and  many  have  not  been  changed  since  1967.  Job 
analyses  are  performed  each  time  an  exam  is  given,  but  these 
do  not  take  into  account  the  overall  series  structure,  career 
paths,  and  the  relationship  among  the  various  series. 

Nearly  all  survey  respondents  (95  per  cent)  report  that  they 
publish  formal  job  descriptions  (Survey  item  33),  and,  within 
most  of  these  organizations,  job  descriptions  are  updated  as 
required  or  are  sufficiently  flexible  to  accommodate  change 
(Survey  item  34).  Only  four  organizations  reported  that  they 
do  not  keep  job  descriptions  current. 

Interviews  confirmed  survey  findings.  One  manager  stated 
that  his  company  used  broad,  generic  job  descriptions  because 
the  data  processing  business  changed  too  quickly  to  do 
otherwise.  Another  organization  which  also  used  generic 
classes  reported  that  these  were  tailored  to  meet  the 
specific  requirements  of  each  opening. 

Based  on  interviews  and  materials  gathered  in  the  course  of 
the  study,  it  appears  that  many  organizations  have 
well-defined  career  paths  or  ladders,  with  entry  points  and 
series  relationships  clearly  spelled  out.  These  same 
organizations  also  have  the  flexibility  to  modify  or  add  new 
job  descriptions  quickly. 

The  state  of  California  uses  a classification  structure  that 
the  City  might  well  consider,  because  it  provides  parallel 
career  paths  for  individuals  who  wish  to  remain  on  the 
technical  side  of  the  house  and  those  who  seek  to  move  into 
management . 
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Salaries 


Salaries  are  set  by  other  organizations  in  much  the  same  way 
as  they  are  established  in  the  City.  (Survey  item  35)  Most 
responses  indicate  that  organizations  either  conduct  their 
own  salary  surveys  or  use  published  surveys  as  a basis  for 
setting  pay  rates.  Negotiations  with  employee  organizations 
and  cost  of  living  are  also  cited  as  being  part  of  the  salary 
determination  process. 

As  noted  in  an  earlier  section,  informal  assessment  of  City 
DP/IS  salaries  seem  to  indicate  that  the  City  is  on  a par 
with  other  organizations.  This  is  not  an  official  report, 
however,  and  owing  to  the  criticality  of  salaries  in 
retaining  and  recruiting  skilled  professionals,  there  is 
expressed  concern  about  City  complacency  in  maintaining 
salary  parity. 
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Government  Agencies 

One  portion  of  the  survey  was  reserved  for  response  by 
government  agencies.  This  section  consisted  of  questions 
related  mainly  to  examination  practices.  Many  organizations 
have  considerable  flexibility  in  selecting  candidates  from 
eligibles'  lists,  because  they  operate  under  a "Rule  of  Five" 
or  "Rule  of  Ten".  This  and  other  related  practices  were  not 
taken  into  account,  however,  because  in  the  City,  this  would 
involve  charter  amendment,  which  is  beyond  project  scope. 

Written  Exams 

Only  one-half  of  survey  respondents  use  written  exams. 

(Survey  item  37) 

More  than  half  the  responses  indicate  that  technical  exam 
questions  are  prepared  by  the  staff  of  the  data  processing 
department.  (Survey  item  38)  Nearly  one-third  of  the 
responses  show  a collaborative  effort  between  data  processing 
and  the  personnel  department. 

In  follow-up  interviews,  one  organization  stated  they  do  not 
like  to  use  written  exams,  because  development  costs  are 
high.  Other  organizations  use  written  exams  only  when  there 
is  a large  number  of  applicants;  the  use  of  written  exams  is 
determined  on  a case-by-case  basis. 

Oral  Exams 

Oral  examinations  and  panel  interviews  are  used  by  38  out  of 
40  responding  organizations.  (Survey  item  39) 

In  62  per  cent  of  the  responses,  panels  consist  of 
representatives  from  other  private  and  public  sector 
organizations  and  other  government  agencies.  In  37  per  cent, 
in-house  employees  serve  on  the  panels.  (Survey  item  40) 

For  those  that  use  in-house  employees  on  the  oral  panels, 
some  organizations  reported  in  interviews  that  limits  were 
established  for  this  practice.  In  one  case,  hiring  managers 
could  serve  on  the  panel  only  if  they  were  two  levels  above 
the  position  to  be  filled.  In  other  cases,  the  employees 
could  not  participate  if  they  knew  the  candidates. 

In  one  Bay  Area  county,  the  ranking  of  eligibles  is  based 
solely  on  the  oral  exam,  after  the  candidate  has  passed  a 
written  exam.  In  many  cases,  cut-off  scores  (for  both  oral 
and  written  exams)  are  established  prior  to  the  exam. 
Emphasizing  the  objective  of  the  exam  process,  one  DP 
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Government  Agencies 
Oral  Exams  - Continued 

director  stated  that  they  pass  only  those  who  are  truly 
qualified.  The  exam  process  is  used  by  a number  of 
respondents  to  test  for  special  skills,  as  well  as  basic 
requirements.  In  the  City,  testing  for  special  skills  is 
done  inconsistently,  if  at  all,  and  in  some  cases  this  has 
resulted  in  lists  of  eligibles  who  lack  appropriate  expertise. 

Other  hiring/exam  factors 

Work  experience  is  verified  by  92  per  cent  of  the 
respondents.  (Survey  item  41)  Formal  training  and  education 
are  verified  by  less  than  half.  (Survey  item  42) 

Preference  or  exam  points  for  candidates  with  professional 
certification  or  employee  status  are  not  given  by  most 
organizations.  (Survey  items  43,  44) 

Prior  performance  evaluations  are  not  factored  into  exam 
scores  in  most  organizations.  (Survey  item  45) 

In  a phone  interview,  one  county  reported  that  they  pay  great 
attention  to  applications  forms  and  supplemental  information 
as  a means  of  screening  candidates. 

Exam  Frequency 

Nearly  all  respondents  (87  per  cent)  give  exams  as  needed  or 
on  a continuous  basis.  (Survey  item  46  - Figure  12)  This  is 
in  marked  contrast  to  the  City  where,  in  a considerable 
number  of  instances,  many  years  go  by  with  no  lists  - and  no 
exams.  Moreover,  a year  or  more  may  elapse  between  the 
decision  to  give  an  exam  and  the  final  eligibles  lists.  This 
is  discouraging  to  in-house  professionals  seeking  promotional 
opportunities  and  leads  to  the  widespread  use  of  temporary 
appointments.  Outside  candidates  often  are  unwilling  to  wait 
out  this  lengthy  hiring  process,  and,  instead,  they  accept 
employment  elsewhere.  In  the  meanwhile,  projects  are 
understaffed,  and  delays  add  to  project  costs. 

Interview  findings  corroborated  survey  responses  - and  then 
some.  One  local  county  reported  that  in  order  to  remain 
competitive,  they  can  give  the  written  and  oral  exams  and  do 
the  hiring  interview  in  one  day!  Another  reports  similar 
responsiveness . 
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Government  Agencies 

Exam  Frequency  - Continued 

Other  counties  give  exams  whenever  there  are  vacancies  and  a 
sufficient  number  of  applicants.  In  some,  this  nets  out  to 
exams  held  every  two  to  three  months  for  programmer/analysts 
and  systems  programmers.  (As  noted  earlier,  these  are  jobs 
for  which  it  is  particularly  difficult  to  recruit). 

Duration  of  Lists 

In  seventy-five  per  cent  of  responding  organizations,  the 
duration  of  eligibles  lists  is  one  year  or  less.  (Survey 
item  47  - Figure  12)  Based  on  interviews,  this  is  accounted 
for  in  some  organizations  by  emphasizing  the  creation  of 
short  lists  aimed  at  satisfying  immediate  needs  and  current 
technologies . 

The  duration  of  lists  in  the  City  is  set  by  charter  as  two  to 
four  years,  and  even  the  minimum  two-year  list  is  a drawback 
for  in-house  employees  and  entry  candidates  alike.  An 
employee  who  does  not  pass  an  exam  or  scores  too  low  on  the 
list  to  be  reached  must  wait  at  least  two  years  (and  in 
reality,  much  longer)  to  take  the  exam  again.  Employees 
sometimes  barely  miss  the  years-of-exper ience  requirement  and 
are  discouraged  by  having  to  wait  lengthy  periods  to  qualify 
for  the  next  exam.  Outside  candidates  are  also  turned  off  by 
having  to  wait  many  months  - or  years  - for  lists  to  expire 
and  exams  to  be  given.  Finally,  by  the  time  a list  expires, 
the  technology  may  have  changed  and  tested  skills  may  no 
longer  be  pertinent. 

Shorter  lists,  achieved  through  appropriate  cut-off  scores 
and  adequate  testing  of  specialties,  would  be  exhausted  more 
quickly.  If  new  exams  were  then  given  promptly,  as  new 
openings  and  technical  needs  arose,  this  would  give  greater 
opportunity  to  more  candidates  and  help  accommodate  the 
City’s  diverse  technical  requirements. 

Net  Assessment:  Government  Agencies 

With  some  exceptions,  the  basic  exam  process  is  much  the  same 
in  other  government  agencies  as  in  the  City.  One  notable 
difference  is  the  use  of  written  exams,  which  is  not 
practiced  by  approximately  half  of  survey  respondents.  These 
organizations  rely  instead  on  oral  panels.  In  some 
government  agencies,  cut-off  scores  are  established  prior  to 
exams  as  a means  of  establishing  a minimum  threshold  for 
qualifications . 
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Government  Agencies 

Net  Assessment:  Government  Agencies  - Continued 

What  sets  the  City  apart  from  most  organizations  surveyed  is 
the  frequency  of  exams  (87  per  cent  of  respondents  give  exams 
as  needed  or  continuously)  and  the  duration  of  eligibles 
lists  (75  per  cent  are  one  year  or  less).  In  spite  of 
charter  restrictions,  the  City  could  achieve  the  same  net 
effect  by  giving  exams  that  test  adequately  for  specialties, 
establish  appropriate  cut-off  scores,  and  are  scheduled  as  DP 
needs  arise. 
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The  recommendations  presented  here  have  been  gathered  over 
time  from  many  sources:  data  processing  center  managers  and 

staff;  professionals  affiliated  with  Local  21;  department 
representatives  with  responsibility  for  coordinating  and 
delivering  information  services;  organizations  who  were 
surveyed  in  the  course  of  the  study. 

From  a range  of  possibilities,  the  proposals  selected  for 
recommendation  are  those  which  best  address  identified 
issues,  permit  incremental  implementation,  and  take  into 
account  the  structure  of  the  City  and  the  diversity  of  its 
operating  departments. 

These  recommendations  are  not  a cure-all.  The  primary 
objective  here  is  to  propose  what  can  be  reasonably  achieved 
and  to  suggest  a practical  framework  within  which  these  as 
well  as  future  problems  and  solutions  may  be  addressed. 

Many  of  these  recommendations  can  be  implemented  without  new 
funding.  For  those  that  do  carry  additional  costs,  these 
must  be  weighed  against  the  City’s  heavy  reliance  on 
information  services  and  systems;  resulting  benefits,  such  as 
increased  revenues  and  hard  dollar  savings;  and  the 
substantial  value  and  investment  in  information  services 
employees . 

Every  skilled  professional  who  leaves  the  City  carries  away 
years  (and  many  dollars  worth)  of  training,  experience  and 
knowledge.  Every  employee  who  remains  unsupported  through 
lack  of  sufficient  training,  management,  or  opportunity  does 
not  return  the  City's  investment.  Every  vacancy  that  goes 
unfilled  causes  project  delays  and  considerable  cost 
overruns.  Although  we  have  not  been  able  to  assemble  precise 
figures,  it  is  not  unreasonable  to  assume  that  neglect  and 
mismanagement  in  critical  areas  have  cost  the  City  millions 
of  dollars  over  the  years. 

Recommendations  have  been  organized  into  three  broad 
categories : 

I.  City-wide  Management 

These  recommendations  have  to  do  with  overall  policy 
and  decision-making,  cooperative  efforts  across 
departmental  boundaries,  and  implementation 
oversight . 
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II.  Personnel  Administration 

These  proposals  are  centered  around  Civil  Service 
classification  matters  and  exam  practices, 
recruitment,  and  general  administrative  concerns. 

III.  Department  Management 

Recommendations  in  this  section  can  be  carried  out 
by  departments  and  data  centers  to  augment  solutions 
proposed  in  I and  II. 


-55- 


RECOMMENDATIONS 


I - City-wide  Management 

Recommendation  1:  Establish  an  oversight  committee  to  set  priorities  and  ensure 
the  timely  implementation  of  these  recommendations. 

This  committee  would  consist  of  a representative  from  the 
Mayor's  office.  Civil  Service,  EIPSC,  the  Data  Processing 
Managers  Council,  the  ranks  of  departmental  managers,  and 
Local  21.  Staff  support  would  be  provided  by  Civil  Service. 

The  objectives  of  this  committee  would  be  to: 

• Evaluate  these  and  future  recommendations 

• Propose  additional  recommendations 

• Ensure  that  appropriate  plans  are  in  place  to  carry  out 
recommendations 

• Monitor  implementation  progress 

• Propose  enabling  policies  and  legislation 

• Publish  plans  and  progress  reports  and  distribute  these 
City-wide 

The  attention  of  the  committee  would  focus  primarily  on  those 
matters  associated  with  City-wide  management  practices  and 
personnel  administration  (I  and  II). 

Implementation  responsibility:  To  be  initiated  by  EIPSC  and 

the  Controller. 

Funding  requirements:  None 

Recommendation  2:  Establish  a Council  of  Data  Processing  Managers  to  exchange 
information  and  recommend  improvements  on  matters  pertaining  to  data  processing 
personnel  administration  and  management. 

This  council  would  consist  of  a representative  from  each  of 
the  City's  principal  data  centers:  Airport,  Community 

College,  Controller/ISD,  Municipal  Court,  Port,  Public 
Health,  PUC/BMIS,  Public  Works,  the  School  District. 

The  objectives  of  the  council  would  be  to: 

• Choose  a representative  to  serve  on  the  Oversight  Committee 
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I - City-wide  Management 
Recommendation  2 - Continued 

• Develop  proposals  and  feedback  for  presentation  to  the 
Oversight  Committee,  Civil  Service,  EIPSC  and  other 
appropriate  bodies 

• Exchange  information  on  a range  of  matters,  such  as 
selection  and  use  of  technology,  industry  trends,  and  City 
data  processing  practices,  and  assess  the  implications  for 
staffing,  training,  standards  development  and  other 
factors  associated  with  personnel  management  and 
interdepartmental  personnel  transfer 

• Respond  to  proposals  and  requests  for  information  and 
feedback  initiated  by  the  Oversight  Committee,  EIPSC, 

Civil  Service,  others 

• Develop  an  exchange  with  the  forum  of  department 
representatives,  as  needed 

The  City's  data  processing  service  centers  are  highly 
diverse,  scattered,  and  independent.  Nonetheless,  they  have 
in  common  the  selection  and  promotion  of  professional  staff 
through  the  City's  Civil  Service  system,  as  well  as  the 
delivery  of  information  services.  Acting  in  concert,  they 
can  be  an  effective  force  for  change  and  a vehicle  through 
which  to  address  and  act  on  a wide  assortment  of  issues  and 
proposals.  In  carrying  out  various  activities,  this  council 
would  benefit  from  drawing  on  expertise  not  only  from  within 
its  own  ranks  but  from  data  processing  organizations  outside 
the  City. 

Implementation  responsibility:  EIPSC 

Funding  requirements:  None 

Recommendation  3:  Establish  a forum  of  department  representatives  to  exchange 
information  and  respond  to  issues  and  proposals  associated  with  the  assignment  and 
management  of  information  services  professionals  within  their  respective 
departments. 

This  forum  would  consist  of  a representative  from  each  City 
department  which  directly  employed  information  service 
professionals.  (This  would  exclude  departments  with  formal 
data  processing  service  centers.) 
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I - City-wide  Management 

Recommendation  3 - Continued 

The  objectives  of  this  forum  would  be  to: 

• Select  a representative  to  serve  on  the  Oversight  Committee 

• Develop  proposals  and  feedback  for  submission  to  the 
Oversight  Committee,  Civil  Service,  EIPSC 

• Exchange  information  and  ideas  on  matters  related  to 
hiring  and  managing  information  services  specialists  at 
the  department  level 

The  emergence  of  departmental  computing  carries  with  it  the 
responsibility  of  managing  not  only  technology  but  skilled 
professionals  who  are  responsible  for  delivering  it. 

Isolated  from  their  peers  and  removed  from  the  exchange  and 
ferment  that  is  a part  of  daily  activity  within  the  data 
centers,  department-level  specialists  may  be  lacking  the 
support  and  guidance  that  they  need  to  advance  professionally 
and  maintain  a broader  perspective  on  service  opportunities 
and  performance.  Departments  and  professionals  alike  would 
benefit  from  a heightened  awareness  of  the  professional 
working  environment  and  disciplines.  Cooperative  exchange 
will  lead  to  a greater  consistency  across  departments  in 
training  and  managing  professionals  who,  over  time,  will 
likely  rotate  among  many  departments  as  they  advance  through 
the  system. 

Implementation  responsibility:  EIPSC 

Funding  requirements:  None 

Recommendation  4:  Establish  within  Civil  Service  a unit  dedicated  exclusively  to 
the  DP  personnel  needs  of  data  centers  and  departments  across  the  City. 

This  recommendation  calls  for  combining  multiple  functions  - 
classification,  exams,  and  so  forth  - in  a single  unit. 
Alternative  arrangements  would  be  satisfactory  as  long  as 
results  meet  the  following  objectives: 

• Develop  an  active  service  orientation  that  is  responsive 
to  the  needs  of  requesting  departments,  data  processing 
centers,  and  employees 
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I - City-wide  Management 
Recommendation  4 - Continued 

• Provide  a steady  flow  of  qualified  candidates  based  on 
active  recruitment  and  timely,  reliable  promotional  and 
entrance  exams 

• Eliminate  bureaucratic  tangles  and  unnecessary  paperwork 

• Assure  timely  response  to  queries  about  Civil  Service 
rules  and  policy 

• Exercise  to  the  utmost  the  flexibility  inherent  in  the 
system  in  order  to  resolve  longstanding  problems  of 
retention,  recruitment  and  job  classification 

• Seek  to  understand  and  keep  abreast  of  developments  in  the 
data  processing  world  through  regular  communication  with 
City  professionals  and  personnel  counterparts  in  other 
organizations 

• Assure  effective  coordination  among  all  Civil  Service 
units  in  carrying  out  these  objectives 

Over  the  longer  term,  this  unit  would  consist  of  three 
personnel  specialists,  one  of  whom  would  have  experience  in 
data  processing  personnel  administration,  and  a clerical 
assistant.  In  the  beginning,  however,  the  staffing  level 
would  be  at  six,  to  permit  the  inclusion  of  two  personnel 
analysts  to  perform  classification  work. 

The  purpose  of  creating  this  single  unit  would  be  to  focus  on 
data  processing  matters  and  provide  a multi-disciplinary 
approach  to  meeting  City  DP  needs.  Additional  information 
about  the  work  of  this  unit  is  included  in  Part  II  of  this 
section . 

Implementation  responsibility:  Civil  Service 

Funding  requirements:  To  be  determined  by  Civil  Service 

Recommendation  5:  Establish  a City-wide  information  services  training  center  and 
education  program  to  serve  all  departments  and  data  processing  professionals. 

The  City's  diverse,  dispersed  data  processing  community  turns 
for  education  and  training  to  a variety  of  sources: 
equipment  vendors,  outside  classes  and  seminars,  colleges  and 
universities,  ISD's  Education  Center.  However,  there  is  no 
focal  point  of  coordination  and  no  one  place  to  go  to  find 
out  about  the  world's  offerings  in  general  or  possibilities 
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I - City-wide  Management 
Recommendation  5 - Continued 

for  special  training  in  particular.  In-hiouse  audio  visual 
instruction  is  limited  to  vendor-supplied  curriculum  and 
often  misses  the  dynamics  of  "real-world"  data  processing. 

The  objective  of  the  proposed  education  center  and  program 
would  thus  be  to: 

• Establish  a dynamic,  comprehensive  program  of  education  to 
serve  the  technical,  professional  and  management  needs  of 
City  departments  and  employees. 

• Maintain  an  up-to-date  file  on  Bay  Area  training  and 
education  resources. 

• Schedule  special  in-house  seminars,  guest  speakers,  and 
exchange  programs  with  other  organizations. 

• Coordinate  special  training  sessions  taught  by  in-house 
staff . 

• Work  closely  with  City  departments  and  data  processing 
centers  to  establish  training  and  education  needs  and  to 
obtain  feedback  on  past  programs  and  regular  curriculum. 

• Establish  communication  with  other  organizations  to  bring 
in  new  ideas. 

Placement  of  this  unit  in  the  City  structure  is  critical, 
because  its  effectiveness  will  depend  on  the  ability  to  meet 
needs  City-wide.  ISD's  Education  Center  now  provides 
training  on  a modest  scale,  but  this  could  be  expanded  and 
revitalized  to  serve  a broader  client  base. 

Based  on  the  survey,  the  City's  data  center  training  budgets 
are  low  compared  to  other  organizations,  and  this  ignores 
completely  the  education  needs  of  department  information 
specialists  and  managers.  Continuous  training  and  education 
are  powerful  work  incentives  and  should  be  valued  not  only 
for  the  improvements  they  bring  to  the  quality  of  information 
services  but  as  factors  in  retaining  and  attracting  qualified 
professionals . 

Implementation  responsibilities:  Controller 

Funding  requirements:  $80,000.  Estimates  reflect  costs  to 

hire  a senior  education  manager/staff  development  specialist, 
who  would  develop  plans  and  prepare  future  budget  estimates. 
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I - City-wide  Management 

Recommendation  6:  Establish  EIPSC  guidelines  for  master  plan  approval  and 
priority-setting  that  take  into  account  increased  staffing  levels  and  training 
requirements  resulting  from  the  introduction  of  new  technology  and  expansion  of 
information  services. 

The  City's  current  DP  staffing  dilemma  stems  in  part  from  a 
wide-scale  approval  of  projects  and  services  without  regard 
for  the  availability  of  sufficient  support  staff  and  training 
There  has  been  a tendency  to  approve  projects  and  plans  on  a 
department-by-department  basis,  without  evaluating  these  in 
the  aggregate  or  considering  the  overall  consequences  for 
recruitment,  education,  facilities  and  other  factors 
associated  with  personnel  management. 

EIPSC  guidelines  and  practices  should  thus  make  provision  for 

• Identification  by  departments  in  their  annual  master  plan 
of  increased  staffing  levels  and  additional  training 
needs,  as  required  to  support  projects  (new  and 
continuing),  services  (new  or  expanded),  and  technology 
(hardware,  software) . 

For  multi-year  projects,  staffing  estimates  should  be 
provided  for  the  life  of  the  project.  Departments  should 
also  indicate  how  training  is  to  be  provided. 

• Inclusion  by  departments  of  sufficient  lead  time  and 
dollars  to  recruit  new  staff  and  provide  adequate  training 

• Consideration  by  EIPSC  of  total  future  staffing  require- 
ments as  a factor  in  deciding  overall  priorities. 

• Inclusion  of  overall  staffing  and  training  requirements  in 
the  annual  EIPSC  plan,  and  distribution  of  the  plan  to  the 
appropriate  offices  - Civil  Service,  Education  Center,  and 
so  forth. 

Data  processing  professionals  are  the  most  critical  of  all 
resources  in  the  delivery  of  quality  information  services, 
but  they  cannot  simply  be  ordered  and  installed  as  with 
equipment.  Greater  attention  paid  to  the  personnel  resource 
would  reap  dividends  in  the  form  of  timely  project 
completion,  reduction  in  turnover  of  skilled  professionals, 
and  improved  productivity  of  those  who  remain  on  board. 

Implementation  responsibility:  EIPSC 

Funding  requirements:  None 
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I - City-wide  Management 

Recommendation  7:  Fund  and  establish  a City-wide  apprenticeship  program  to  train 
and  develop  new  talent  and  to  allow  non-data  processing  employees  in  the  City  to 
enter  the  information  services  business. 

Some  of  the  City's  data  processing  centers  currently  hire 
trainees  for  various  job  series,  and  this  has  been  an 
excellent  means  for  recruiting  new  staff  and  developing 
longer-term  loyalties.  These  training  programs  are  limited, 
however,  and  in  the  case  of  ISD,  a major  source  of 
entry-level  training  and  new  talent  for  the  City  as  a whole, 
service  users  often  object  to  paying  for  the  trainee  until 
he/she  has  reached  journey  level.  Project  budgets  are 
limited,  and  tight  schedules  rarely  provide  the  time  or  the 
extent  of  supervision  required  to  accommodate  trainees. 

The  specific  objectives  of  the  apprenticeship  program  would 
be  to: 

• Provide  a source  of  new  specialists  for  departments  and 
data  centers  City-wide 

• Focus  on  developing  entry-level  skills  for  those  jobs  for 
which  it  is  most  difficult  to  recruit  (e.g.,  programmer/ 
analyst) 

• Relieve  data  centers  and  departments  of  the  initial  burden 
of  accommodating  trainees  within  the  context  of  daily 
business 

• Establish  consistent,  minimum  training  standards  to  ensure 
that  employees  entering  the  City's  professional  labor  pool 
are  properly  prepared  to  take  on  work  assignments 

The  proposed  duration  of  apprenticeship  is  six  to  nine 
months.  After  three  months,  trainees  would  be  assigned  part 
time  to  the  department  for  which  they  would  ultimately  work 
on  a full-time  basis.  ISD's  current  trainee  program  could  be 
expanded  to  meet  these  new  objectives,  or  responsibility  for 
the  program  could  be  assigned  to  the  proposed  new  City-wide 
Education  Center. 

Implementation  responsibility:  Controller 

Funding  requirements:  $75,000.  Estimate  reflects  costs  to 

hire  a training  specialist,  who  would  prepare  plans  and 
future  budgets. 
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The  recommendations  in  this  section  would  be  carried  out  by 
Civil  Service  in  conjunction  with  the  managers  of  City  data 
centers  and  departments.  Responsibility  for  implementing 
these  recommendations  would  be  assigned  to  the  special  data 
processing  personnel  unit  described  in  "Part  I - City-wide 
Management"/  which  also  outlines  the  broad  duties  and 
objectives  of  this  unit.  Implementation  would  be  monitored 
by  the  Oversight  Committee. 

Recommendation  8:  Conduct  a classification  survey  of  all  data  processing  and 
information  services  job  classes  which  provides  for  future  growth,  flexibility, 
coherent  career  paths,  clearly  established  relationships  within  and  among  job  series, 
salary  incentives,  the  addition  of  new  job  specialties.  Implement  survey  results. 

The  survey  would  take  into  account  the  overall  classification 
structure  as  well  as  the  relationship  of  jobs  within  a given 
series.  The  survey  scope  would  include,  minimally: 

• Job  classes  for  new  specialties,  such  as  technical 
writing,  data  base  administration,  personal  computing 

• Revisions  to  existing  job  specifications 

• Broad,  generic  classes  which  provide  for  future  growth  and 
flexibility,  yet  take  into  account  existing  and  future 
specialties 

• Use  of  flexible  staffing,  where  appropriate,  to  permit 
advancement  based  on  performance 

• Technical  career  paths  to  permit  the  advancement  of  highly 
skilled  technicians  who  do  not  wish  to  go  into  management 

• Analysis  of  management  positions  and  their  appropriate 
assignment  within  job  series 

The  survey  should  take  advantage  of  the  classification 
materials  gathered  in  the  course  of  this  study  and  from  other 
organizations,  as  well,  because  there  are  many  excellent 
models  and  sources  from  which  to  draw.  The  addition  of 
skilled  personnel  analysts  to  the  Civil  Service  unit  would 
eliminate  the  need  to  do  this  work  under  contract,  as  has 
been  previously  suggested. 

Funding  requirements:  To  be  determined  by  Civil  Service 

ISD  has  $100,000  available  to  do  this  survey.  Additional 
funding  may  be  provided  by  PUC/BMIS. 
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II  - Personnel  Administration 

Recommendation  9:  Accelerate  the  exam  process  and  give  exams  more  frequently, 
with  a view  to  establishing  shorter  lists  of  limited  duration  which  reflect  current 
needs  and  specialties. 

The  protracted  exam  process  and  infrequency  of  exams  is 
discouraging  to  both  employees  and  outside  candidates,  who 
wait  months  and  sometimes  years  to  enter  City  employment  or 
to  obtain  advancement.  (Those  who  do  not  wish  to  wait  take 
jobs  elsewhere.)  Moreover,  aging  lists  do  not  reflect 
current  technical  specialties.  The  exam  process  could  be 
improved  significantly  by  adopting  the  following  practices 
used  in  other  organizations: 

• Reduce  reliance  on  written  exams,  where  appropriate,  using 
oral  exam  panels  instead 

• Use  City  employees  on  panels  when  candidates  are  from 
outside  the  City 

• Establish  cut-off  scores  prior  to  the  exam  and  set  these 
at  a level  which  assures  that  only  qualified  candidates 
will  appear  on  the  eligibles  lists 

• Verify  prior  work  experience  as  part  of  the  initial 
screening  process 

• Test  for  technical  specialties  as  well  as  the  broader, 
basic  knowledge  associated  with  each  job 

Taken  as  a whole,  this  recommendation  and  associated 
practices  would  serve  to  reduce  staff  turnover  and  improve 
employee  morale  by  providing  more  frequent  opportunities  for 
advancement;  help  eliminate  multiple  oral  boards  and 
consequent  inconsistencies  in  scoring;  reduce  reliance  on 
contract  staff;  eliminate  temporary  appointments;  encourage 
outside  candidates  to  apply  for  City  openings;  provide  fully 
qualified  candidates  on  eligibles  lists. 

Funding  requirements:  To  be  provided  by  Civil  Service  as 

part  of  its  estimate  to  set  up  the  proposed  DP  personnel  unit. 
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II  - Personnel  Administration 


Recommendation  10:  Establish  an  aggressive  recruiting  program  that  includes  visits 
to  college  campuses  and  makes  greater  use  of  prevailing  recruitment  methods,  such 
as  media  advertising  and  search  firms. 

Other  public  sector  organizations  have  had  considerable 
success  with  college  recruiting  for  entry-level  jobs.  This, 
in  combination  with  the  proposed  apprenticeship  program  and 
City-wide  education  center,  would  bring  in  fresh  talent  and 
help  position  the  City  competitively. 

Advertising  in  local  newspapers,  trade  journals  and  business 
publications  should  be  done  routinely  for  positions  where 
recruiting  is  difficult.  However,  ads  should  be  placed 
immediately  prior  to  exams  so  that  applicants  are  not 
discouraged  by  long  waiting  periods. 

Search  firms  may  be  used  to  advantage  for  senior  positions 
where  in-house  candidates  are  not  available  for  promotion,  or 
for  critical  specialties  where  media  advertising  has  proved 
ineffective . 

The  recruiting  program  would  be  established  by  the  special 
Civil  Service  DP  unit,  with  active  participation  and 
assistance  from  departments  and  City  data  centers. 

Recruitment  would  emphasize  the  attractive,  positive  features 
of  City  employment:  variety  in  applications,  technology,  and 

working  environment;  competitive  salaries;  security; 
location.  The  program  might  well  be  enhanced  by  surveying 
City  professionals  to  find  out  why  they  work  here. 

Once  the  separation  of  technical  and  management  career  paths 
is  achieved,  the  recruiting  program  should  take  into  account 
the  need  to  attract  applicants  with  management  aspirations  as 
well  as  technical  aptitude. 

Funding  requirements:  To  be  determined  by  Civil  Service  in 

conjunction  with  City  departments  and  data  centers.  Beyond 
the  cost  to  establish  and  maintain  the  Civil  Service  DP  unit, 
most  of  the  costs  could  be  borne  by  departments  requesting 
special  recruitment  activity  such  as  advertising  or  the  use 
of  search  firms. 
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Recommendation  11:  Review  salaries  for  all  data  processing/information  specialist 
classes  on  an  annual  basis  to  determine  salary  relationships  and  identify  needed 
adjustments.  Review  benchmarks  and  classes  assigned  to  benchmarks,  and  identify 
needed  changes. 

Until  recent  approval  of  internal  adjustments  for  the 
mid-range  systems  and  programming  classes,  there  was 
considerable  overlap  between  adjacent  classes  and  little 
promotional  incentive.  In  addition,  certain  benchmarks  may 
be  inappropriate  in  determining  salaries  for  the  series,  and 
this  should  be  reviewed  as  a part  of  the  classification 
survey  and  annually,  as  a part  of  the  salary  standardization 
process . 

Salaries  must  remain  competitive  and  provide  promotional 
incentive,  if  the  City  is  to  retain  and  attract  qualified 
professionals . 

Recommendation  12:  Maintain  historical  information  and  statistical  records  about 
all  facets  of  recruitment,  hiring,  promotions  and  terminations  to  monitor  the  success 
of  personnel  programs  and  to  serve  as  a basis  for  future  planning. 

Records  are  now  scattered  and  maintained  inconsistently  (if 
at  all)  by  departments  and  data  centers  across  the  City. 
Centralized  recordkeeping  would  provide  Civil  Service  and 
departments  with  a basis  for  adjusting  programs  and  practices. 

Exit  interviews  should  be  conducted  routinely  for  employees 
who  leave  the  City  and  this  information  supplied  to  the 
central  Civil  Service  personnel  unit. 

Funding  requirements:  To  be  determined  by  Civil  Service 
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III  - Department  Management 

Recommendations  in  this  section  would  be  carried  out  at  the 
discretion  of  the  managers  of  City  data  centers  and 
departments  which  employ  information  services  staff.  Given 
the  promotion  and  transfer  of  DP  professionals  across 
department  boundaries,  the  full  value  of  many  of  these 
recommendations  would  best  be  achieved  through  their 
implementation  City-wide. 

Some  departments  will  be  limited  by  budget  and  other 
constraints.  Nonetheless,  many  of  these  can  be  achieved  at 
no  added  cost  but  with  substantial  benefit. 

These  recommendations,  as  well  as  others  in  this  section, 
would  provide  a good  starting  point  for  discussion  among 
representatives  to  the  Council  of  Data  Processing  Managers 
and  the  department-level  forum.  Participants  on  these 
committees  should  act  as  representatives  for  their  respective 
departments  and  employees,  and  actively  solicit  continuing 
suggestions  and  feedback.  Recommendations  with  City-wide 
ramifications  or  significant  costs  should  be  brought  to  the 
attention  of  the  Oversight  Committee. 

Recommendation  13:  Develop  and  implement  employee  recognition  programs  for 
data  processing  and  information  systems  professionals. 

These  programs  could  be  implemented  on  two  or  three  levels: 
within  data  centers,  within  job  series.  City-wide. 

Nominations  may  be  made  by  peers,  managers,  special 
nominating  committees. 

Recognition  could  be  given  to  individuals  and  teams  for 
various  contributions:  timely  project  completion;  progress 

in  achieving  individual  objectives;  special  contributions  to 
an  organization  or  unit. 

Awards  may  consist  of  special  lunches  or  ceremonies,  gift 
certificates  donated  by  local  merchants,  plaques,  and  so 
forth . 

Formal  awards  would  not  be  a substitute  for  regular 
on-the-job  recognition  by  managers,  supervisors,  and  service 
users . 

Funding  requirements:  Nominal 
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Recommendation  14:  Assess  current  data  processing-specific  benefits  and 
perquisites  and  introduce  new  possibilities,  such  as  personal  computer  loan  or 
purchase  discount  programs,  participation  in  industry  seminars  and  professional 
conferences,  inter-organizational  exchange,  flexible  working  hours. 

Many  of  these  perquisites  would  reward  and  enrich  not  only 
the  individual  employee  but  departments  and  the  City  as  a 
whole.  For  example,  employees  participating  in  conferences 
could  share  information  with  their  peers  and  colleagues. 

Funding  requirements:  None,  nominal,  variable 

Recommendation  15:  Establish  a consistent,  rigorous  performance  appraisal 
program  that  establishes  clear  performance  expectations  at  the  beginning  of  the 
evaluation  period  and  provides  regular  feedback  and  review  prior  to  the  written 
report. 

Up-to-date  job  descriptions,  as  determined  through  the 
proposed  classification  survey,  would  do  much  to  clarify 
responsibilities  and  duties.  Nonetheless,  within  the  current 
environment,  evaluation  practices  may  be  improved  to  the 
benefit  of  professionals  and  departments  alike.  Individual 
performance  expectations  should  contribute  to  team  goals  and 
organization  objectives. 

Funding  requirements:  None 

Recommendation  16:  Provide  education,  training  and  job  re-training  that  support 
performance  expectations,  contribute  to  job  enrichment,  and  allow  employees  to 
learn  new  technologies  and  compete  for  new  opportunities  and  advancement. 

Managers  have  responsibility  not  only  for  establishing 
performance  objectives  but  for  ensuring  that  employees  have 
the  education  and  training  required  to  meet  them.  Continuous 
education  and  on-the-job  coaching  are  essential  to  employee 
morale  and  advancement,  as  well  as  the  achievement  of 
organization  goals. 

Funding  requirements:  None,  nominal,  variable 
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Recommendation  17:  Make  liberal  use  of  technical  writers  to  document  systems, 
facilitate  the  transfer  and  promotion  of  professionals  to  new  assignments,  and  ensure 
consistent  support  of  projects  and  services. 

Documentation  is  essential  for  effective  systems  development 
and  maintenance,  because  it  provides  critical  information 
about  system  requirements,  architectures,  and  operating 
constraints.  Preparing  reliable  documentation  requires 
unique  skills  and  specialized  training.  For  this  reason,  it 
is  often  not  done  at  all  or  is  performed  only  marginally  by 
programmers  who  are  not  trained  in  this  specialty  and  who  do 
not  wish  to  do  this  kind  of  work. 

Undocumented  projects  and  services  are  vulnerable  to  the  loss 
of  employees  who  carry  critical  systems  knowledge  in  their 
heads.  Dollars  invested  in  technical  writers  would  be 
insurance  against  the  loss  of  knowledgeable  professionals  and 
a valuable  adjunct  to  employee  advancement. 

Documentation  standards  and  guidelines  would  enhance  the 
contributions  of  the  technical  writer. 

Funding  requirements:  To  be  determined  through  salaries 

established  as  the  result  of  the  proposed  classification 
survey. 

At  present,  technical  writers  are  hired  under  contract  at 
fees  somewhat  below  those  for  applications  development 
consultants . 

Recommendation  18:  Improve  the  quality  of  supervision  through  special  education 
programs,  recognition  of  the  differences  between  technical  proficiency  and 
management  aptitude,  and  regular  feedback  between  employees  and  managers. 

Study  findings  suggest  that  "being  good  to  employees"  is  an 
important  factor  in  retaining  professional  staff.  In  some 
cases,  this  boils  down  to  regular  communication  between 
supervisor  and  staff  and  an  awareness  by  management  of 
employee  needs  and  motivation. 

In  addition  to  special  training,  the  separation  of  technical 
and  management  career  paths  would  serve  over  the  long  term  to 
infuse  the  data  processing  community  with  higher  quality 
management . 

Funding  requirements:  Variable 
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III  - Department  Management 

Recommendation  19:  Ensure  that  data  processing  professionals  are  fully  acquainted 
with  City  business  objectives  and  department  goals. 

Many  DP  professionals  "catch  fire"  and  are  sustained  as  much 
by  contributions  to  the  client  organization  as  by  technical 
opportunity.  Data  processing  management  should  ensure  that 
staff  are  aware  of  user  business  goals  and  the  role  of  data 
processing  services  in  meeting  them.  Regular  communication 
with  client  organizations  is  essential. 

Funding  requirements:  None 

Recommendation  20:  Provide  up-to-date  support  tools  and  work  amenities,  such  as 
personal  computers,  system  development  software,  and  project  management  aids. 

In  many  cases,  the  data  processing  professional  has  fewer 
tools  at  his  disposal  than  the  client  department  for  which  he 
provides  service.  This  is  particularly  true  of  the  mainframe 
computer  programmer  who  works  at  standard  terminals  with 
limited  software. 

The  introduction  of  personal  computers  into  the  professional 
work  environment  would  provide  opportunity  to  become  "PC 
literate"  and  to  use  the  myriad  software  aids  and  development 
packages  available  on  these  smaller-scale  machines.  Personal 
computers  are  now  standard  equipment  in  most  sizable  DP  shops. 

Funding  requirements:  Variable 

Recommendation  21:  Ensure,  where  possible,  that  systems  professionals  are  rotated 
through  a variety  of  assignments,  including  new  development  projects  and 
maintenance  activities. 

Data  processing  managers  are  limited  in  the  assignments  they 
can  provide  by  budget  and  by  the  work  made  available  through 
client  request.  Moreover,  some  professionals  develop  strong 
ties  to  their  user  community  and  are  rewarded  as  much  by  this 
affiliation  as  by  technical  challenge. 

Nonetheless,  the  opportunity  to  work  on  newer  projects  with 
advanced  technology  is  a strong  work  incentive,  and 
professionals  will  benefit  by  rotating  among  projects  that 
offer  varied  environments  and  demands. 

Funding  requirements:  None 
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This  section  is  based  on  the  initial  draft  of  this  report  and 
is  intended  as  a starting  point  for  discussion  about  how  best 
to  proceed  with  implementation.  Subsequent  review  may  lead 
to  the  inclusion  of  additional  recommendations  or  to 
revisions  in  the  priorities  and  implementation  sequence 
suggested  below.  Timeframes  are  based  on  the  EIPSC  master 
plan  review  process  and  City  budget  schedules. 

Study  Approval 

• Report  comments  due  9-1-89 

• Schedule  discussion  meetings,  as  needed  9-6-89 

thru 

EIPSC  9-22-89 

Civil  Service 
Mayor’s  office 

Data  processing  center  managers 
Local  21 

Department  representatives 
MIS  Managers  group 

• Issue  amended  report  or  addendum  10-2-89 

EIPSC  Actions 


• Incorporate  proposed  revisions  (Recommenda-  9-15-89 

tion  6)  into  the  EIPSC  Master  Plan  instructions/ 

review  guidelines  issued  to  departments 

• Appoint  Council  of  Data  Processing  Managers  9-27-89 

(Recommendation  2) 

• Appoint  forum  of  department  representatives  9-27-89 

(Recommendation  3) 

• Select  representative  to  the  Oversight  Committee  9-27-89 

Discussion/Implementation  Forums 

• Convene  Council  of  Data  Processing  Managers  10-9-89 

Elect  chair 

Choose  representative  to  Oversight  Committee 

Review  final  report  recommendations 

Prepare  further  recommendations,  if  any,  for 
presentation  to  the  Oversight  Committee 
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Discussion/Implementation  Forums  - Continued 

• Convene  forum  of  department  representatives  10-9-89 

Elect  chair 

Choose  representative  to  Oversight  Committee 

Review  final  report  recommendations 

Prepare  further  recommendations,  if  any,  for 
presentation  to  the  Oversight  Committee 

• Convene  Oversight  Committee  10-23-89 

Review  final  report  recommendations 

Review  recommendations  from  the  Council  of 
Data  Processing  Managers  and  department- 
level  forum 

Decide  implementation  plan,  priorities  and 
responsibilities 

Request  action  plans  from  departments  with 
assigned  implementation  responsibilities 

Propose  supporting  policy  and  initial  funding 

Suggested  Priorities 

In  addition  to  the  action  items  listed  above,  the  following 
initial  implementation  priorities  are  recommended  as  being 
most  responsive  to  the  circumstances  described  in  this  study: 

1 Conduct  classification  survey  (Recommendation  8) 

While  it  would  be  advantageous  to  first  establish  the 
dedicated  DP  personnel  unit,  the  lack  of  appropriate 
DP/MIS  job  classifications  is  now  acute.  It  would 
therefore  be  in  the  best  interests  of  the  service  and  the 
City  to  proceed  immediately  with  the  necessary 
classification  work.  Civil  Service  employees  assigned  to 
the  classification  study  would  thus  become  the  nucleus  of 
the  DP  personnel  unit. 

Civil  Service  would  propose  a plan,  priorities,  funding 
requirements  and  schedule  for  completing  the 
classification  survey. 
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Suggested  Priorities  - Continued 

2 Establish  within  Civil  Service  a dedicated  DP  unit  (Recommendation  4) 

Civil  Service  would  prepare  a plan,  schedule,  and  funding 
requirements  to  establish  this  unit. 

3 Accelerate  the  exam  process  and  give  exams  more  frequently  with  a view  to 
establishing  shorter  lists  of  limited  duration  (Recommendation  9) 

Until  the  proposed  classification  survey  has  been 
completed  and  exams  constructed  to  meet  these  new 
requirements,  exams  must  be  given  for  those  classes  where 
there  are  outstanding  requisitions  but  for  which  no  list 
exists.  The  alternative  is  to  offer  temporary 
appointments . 

A decision  about  how  far  to  proceed  with  exams  under  the 
existing  classf ication  structure  might  well  be  based  on 
the  response  from  Civil  Service  about  the  time  required  to 
complete  the  survey.  Any  exam  that  is  given  prior  to 
completion  of  the  classification  survey  should  be  aimed  at 
creating  short  lists  of  limited  duration  to  fill  immediate 
needs . 

4 Establish  a City-wide  information  services  training  center  and  education  program 
(Recommendation  5) 

Initial  funding  for  this  unit  would  be  budgeted  for  fiscal 
year  1990/91. 

5 Establish  a City-wide  apprenticeship  program  (Recommendation  7) 

Initial  funding  for  this  unit  would  be  budgeted  for  fiscal 
year  1990/91. 

Other  recommendations  requiring  additional  funding  or  policy 
implementation  should  be  reviewed  by  the  Oversight  Committee 
as  part  of  its  early  agenda. 
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APPENDIX  A 


JULY  1989 


Major  products  or  services  of  company/organization: 


of  DP  Organizations  VLG=1100  & above;  LG=500-1099;  MED=100-499j  SM=l-99. 


n this  survey  concern  data  processing/information  services  (DP/IS)  organization  and  personnel.  Before  completing  the 

please  indicate  in  item  5 which  one  of  the  following  best  describes  the  DP/IS  organization s ) to  which  your  answers  will  apply. 


Please  indicate  the  primary  computer  technologies  and  vendors  supported  by  your  DP/IS  organization. 


Please  indicate  the  primary  computer  technologies  and  vendors  supported  by  your  DP/IS  organization.  - Continued 


of  DP  Organizatli 


Please  indicate  the  primary  languages  and  data  base  management  systems  your  DP/IS  organization  supports. 
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sations  VLG=1100  & above;  LG=500-1099;  MED=100-499j  SM=l-99. 


ations/productlon  support 


of  DP  Orqanizatii 


ll.  Please  indicate  the  percentage  of  your  DP /IS  personnel  budget  spent  on  technical  training  and  professional  education. 


14 . P lease  Indicate  the  means  used  to  recruit  DP/I S professionals.  Check  the  boxes  Indicating  High  (H),  Medium  (M),  or  Low  (L)  based  on  the  importance  of  this  recruitment 
method  to  you.  If  of  no  importance,  do  not  check  it. 


. Operating  within  the  general  personnel  policies  set  by  your  organization,  which  organizational  unit  is  responsible  for  carrying  out  the  activities  needed  to  recruit  and  hire 
DP/IS  employees? 


of  DP  Organization:  VLG  = U00  & above;  LG=500-1099;  MED=100-499;  SM=l-99. 


17 . Please  indicate  which  of  the  following  factors  is  important  to  you  in  attracting  qualified  employees  for  your  organization.  Indicate  the  relative  importance  of  these  factors 
by  checking  High  (H),  Medium  (M),  or  Low  (L).  If  a factor  is  of  no  importance  to  your  organization,  do  not  check  it. 


of  DP  Organlaatli 


19.  Please  indicate  the  percentage  of  DP/I S personnel  costs  spent  annually  on  recruitment. 
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21.  P lease  indicate  the  average  length  of  time  required  to  fill  a job  from  the  time  the  opening  Is  identified  to  the  first  day  the  employee  reports  to  work. 


I 


21.  Please  indicate  the  average  length  of  time  required  to  fill  a job  from  the  time  the  opening  is  identified  to  the  first  day  the  employee  reports  to  work.  - Continued 


of  DP  Organizations  VLG=1100  & 


22 . Please  indicate  benefits  and  perquisites  offered  to  DP/IS  employees  excluding  senior  managers.  Check  all  that  apply 


DP  Organizatii 


I 


I 


1 


s 


I 


] 

l 

i 

i 


:9 

5 9 


« 0 » 


5 9 SSSSSSSS 


h 


i 

i 


ill 
a si 
sll 

ill 

ssl 


SSSSS225 


i 


i 


1 

s' 

I 

i 

i 

4 

i? 


1 1 
Is 
ii 

- 5 

ii 

i. 

i, 

!•■ 

£ 

• = 
s . 

S£ 

I 


26.  Do  you  provide  separaie  career  paths  such  that  the  technical  staff  does  not  need  to  move  into  management  or  supervision  solely  to  make  more  money? 


,f  DP  Organization!  VLG=1100  6 above;  LG=500-1099;  MED=100-499;  SM=: 
i_  in. a urn-1?  SM=27:  Private 


PART  III t CONTRACT/CONSULTANT  STAFF 
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personnel.  Please  check  all  categories  that  apply. 
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personnel.  Please  check  all  categories  that  apply. 
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32.  Please  indicate  the  reasons  your  organization  uses  contract  personnel.  For  those  that  apply,  indicate  the  relative  importance  of  these  reasons  to  your  organization  by 
checking  High  (H),  Medium  (M),  or  Low  (L). 


if  DP  Organization:  VLG=1100 


33 . Do  you  publish  formal  job  descriptions  for  DP /IS  jobs T 


36.  Willingness  lo  share  additional  information  with  the  City  & Counly  of  San  Francisco. 
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ADDENDUM:  To  Be  Completed  by  Government  Organizations  Only 
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ADDENDUM:  To  Be  Completed  by  Government  Organizations  Only  - Continued 
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ADDENDUM : To  Be  Completed  by  Government  Organizations  Only  - Continued 
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JULY  1989 


PART  I:  ORGANIZATION  PROFILE 
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Appendix  B:  City  and  County  of  San  Francisco  Survey  Response 


P lease  indicate  the  primary  computer  technologies  and  vendors  supported  by  your  DP/IS  organization.  - Continued 
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Please  indicate  the  approximate  number  of  employees  in  each  of  the  following  categories: 


Appendix  B:  City  and  County  of  San  Francisco  Survey  Response 


PART  II:  EMPLOYEE  RECRUITING/RETENTION 
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College  campus  recruiting 
Bonuses  to  existing  employees  who 
refer  applicants 


15.  Operating  within  the  general  personnel  policies  set  by  your  organization,  which  organizational  unit  is  responsible  for  carrying  out 
the  activities  needed  to  recruit  and  hire  DP/1S  employees? 
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18 . Please  indicate  the  relative  difficulty  of  recruiting  for  the  following  job  skills  by  checking  High  (H), 
Medium  (M),  or  Low  (L).  If  you  do  not  recruit  for  a particular  skill,  or  skills  area,  do  not  check  it. 
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Please  indicate  the  average  length  of  time  required  to  fill  a job  from  the  time  the  opening  is  identified  to  the  first  day  the 
employee  reports  to  work. 
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22 . Please  indicate  benefits  and  perquisites  offered  to  DP/IS  employees  excluding  senior  managers.  Check  all  that  apply. 
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Are  there  clearly  defined  policies  or  formal  processes  by  which  non-data  processing  employees  in  your  organization  can  move  into 
DP/1S  jobs? 
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29.  Please  indicate  whether  you  make  use  of  contract/ consultant  staff. 
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31.  The  purpose  of  this  question  is  to  determine  the  types  of  work  performed  by  your  organization  and  the  distribution  of  this  work 
between  in-house  employees  and  contract  personnel.  Please  check  all  categories  that  apply.  - Continued 
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33 . Do  you  publish  formal  job  descriptions  for  DP/1S  jobs? 
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36.  Willingness  to  share  additional  information  with  the  City  & County  of  San  Francisco. 
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41 . Do  you  verify  prior  work  experience? 


To  Be  Completed  by  Government  Organizations  Only  - Continued 
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